Goal-orientated knowledge management by Balafas, Panagiotis
Loughborough University
Institutional Repository
Goal-orientated knowledge
management
This item was submitted to Loughborough University's Institutional Repository
by the/an author.
Additional Information:
• A Doctoral Thesis. Submitted in partial fulﬁllment of the requirements
for the award of Doctor of Philosophy of Loughborough University.
Metadata Record: https://dspace.lboro.ac.uk/2134/10707
Publisher: c© Panagiotis (Peter) John Balafas
Please cite the published version.
 
 
 
This item was submitted to Loughborough’s Institutional Repository 
(https://dspace.lboro.ac.uk/) by the author and is made available under the 
following Creative Commons Licence conditions. 
 
 
 
 
 
For the full text of this licence, please go to: 
http://creativecommons.org/licenses/by-nc-nd/2.5/ 
 
University Library 
•• Loughborough 
• University 
fSAI...AFA S f.'7T. AuthorlFlling Title ................................. -/ ...................... . 
........................................................................................ 
T Class Mark .................................................................... . 
Please note that fines are charged on ALL 
overdue items. 
0403819210 
11111111111111111111111111111111111 ~ 1111111 
Goal-Oriented 
Knowledge Management 
by 
Panagiotis (Peter) John Balafas 
A Doctoral Thesis 
Submitted in partial fulfilment of the requirements 
for the award of 
Doctor of Philosophy of Loughborough University 
May 2009 
© by Panagiotis (Peter) John Balafas 2009 
~El Loughbm"o\lgh :;".-.. lJn1Vp~·f.,yy 
",' ,--' 
.,:,;, 
pi1J,:iqgr~)I, : .. ;hrary 
-
Date IWz.(Ocr 
--Class ( 
Acc Ot-o .. 
No" 1,t;,l'12.tIe> 
Goal-Oriented Knowledge Management 
Abstract 
Knowledge Management (KM) is a mystifying and multidimensional concept. 
Although recognised as a discipline since the mid 1990's, KM continues to 
produce controversial debate amongst academics and practitioners from a 
variety of backgrounds. The competing schools of thought in the KM field 
stimulate fragmentation, which has led to the development of a wide variety 
of KM strategies and approaches. 
The literature review reveals that the majority of organisations consider KM 
to be strategically important, yet at the same time the majority of KM 
initiatives fail. One of the most fundamental reasons for the high failure rate 
in KM initiatives seems to be a distinct lack of focus and direction. There 
isn't enough attention paid to the specific objectives that each organisation 
is trying to deliver with the support of KM. It is often assumed, mistakenly, 
that managing knowledge simply pays off in the long term. 
These observations provide strong indication of the need for goal-oriented 
thinking in KM. This notion is reinforced by lessons learnt from a pilot KM 
initiative that follows conventional KM thinking and, ultimately, fails. In 
response, the Goal-Oriented Knowledge Management (GOKM) 
methodology is proposed, which focuses on organisational goals and 
combines various KM approaches according to context and objectives. 
GOKM is applied, evaluated and refined via three case studies at the 
Danwood Group, HSBC Bank and HBOS Bank. An overall evaluation of 
GOKM is presented, based on five key criteria (bottom-line results, added 
value, flexibility, usability and durability). In addition, the impact of GOKM in 
each participating organisation is measured against specific criteria that are 
set by senior management. 
The research has shown that GOKM has significant potential to be 
applicable in a wider context and this thesis makes a sizable contribution to 
the development of goal-oriented KM theory. 
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Chapter 1: Introduction 
"Knowledge is the only meaningful resource today. The traditional 
'factors of production' - land (i.e. natural resources), labour and 
capital- have not disappeared. But they have become secondary." 
*** Peter F. Drucker *** 
1.1 Chapter overview 
This chapter introduces the background and rationale for this research by 
highlighting the relatively recent impact of technology on the way people work 
and the methods that organisations employ to manage their complex, 
interdependent business processes.· The need to "manage" knowledge in 
organisations is explained and provides the foundations on which the aim and 
objectives of this research are built. Finally, an overview of the thesis chapters 
is provided. 
1.2 Background 
Everyone in business intuitively appreciates the value of knowledge. People 
need access to knowledge in order to work, and as they work, they learn, or 
generate new knowledge (Realisation Inc., 2006). World economies are more 
and more service-based economies working with a huge volume information 
exchange. Adding value to services requires most often a human input that 
needs formalised and tacit knowledge, developed through experience and 
intuition. The "raw material" of such knowledge based services is information 
that will be transformed into know/edge (Debely et ai., 2007). 
According to Lyman et al. (2000), the world produces between 1 and 2 billion 
gigabytes of unique information per year. According to Lexbe (2008) this would 
represent between 256 and 512 trillion pages of text. More new information has 
been produced within the last three decades, than in the last five millennia. 
However, the tools to support resource identification and use have not 
increased in effectiveness as rapidly as the quantity of available information. 
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There are many places to look for information, but some resources are more 
valuable or easier to use than others. As the issues of information volume and 
accuracy become greater, the need for new and better tools to handle these 
problems will also increase (Nelson, 2004). 
A survey of 1,300 business people in the US, UK, Australia and Hong Kong, 
conducted by Denton (2001), found that 40% of them believed that their ability 
to make important decisions was hindered by overabundance of information, 
while 66% were still not receiving the information that they needed. 
This could be described as a kind of "information overload" that Wurman (1989, 
cited in Debely et al. 2007) defines as a situation where a person does not 
understand available information, or feels overwhelmed by the amount of 
information to be understood, or does not know if certain information exists or 
where to find it, or knows where to find this information but does not have 
access to it. 
Information overload costs businesses and individuals valuable time, effort and 
additional resources and the cost is rising (Nelson, 2004). While we struggle to 
accommodate new web technologies and all of their implications, however, we 
are paying too little attention to another reality of our time: that the traditional 
ways of disseminating knowledge have grown well beyond our capacity to 
assimilate information (Coates, 2009). 
So why is there a need to "manage" knowledge? The answer lies in three 
relatively recent major developments in corporate environments: the explosion 
of communications technology, the advent of the knowledge worker and the 
widespread adoption of process-oriented management (Realisation Inc., 2006). 
The exponential growth of communications technology has led to the Internet 
revolution and exacerbated the problem of information overload (Debely et aI., 
2007). This means that misleading information will be forwarded as efficiently 
as true information, with an increasing number of unanticipated or unintended 
2 
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side-effects (Heylighen, 2002). Clearly, this is an issue that needs to be 
addressed and, in fact, some of the biggest technology firms, including 
Microsoft, Intel, Google and I.B.M., are banding together to fight information 
overload (Rich tel, 2008). 
Another by-product of rapid technological development has been the changing 
nature of the workplace and the demands placed on employees. As lower-level 
and repetitive tasks are increasingly automated the remaining more complex 
work requires employees to apply greater knowledge and adapt quickly through 
learning - hence many have become know/edge workers. The average 
knowledge worker loses 2.1 hours a day to interruptions associated with 
multitasking (Bray, 2008) - which often includes the filtering of vast amounts of 
information. Supporting knowledge workers' enhanced needs for access to 
knowledge, and for capturing, cycling and leveraging the knowledge they 
generate, are issues that need to be managed (Realisation Inc., 2006). 
Process-oriented management is "knowledge work" at the corporate level. It 
systematically generates new and better knowledge about how best to tackle 
the thousands of interdependent tasks that an organisation relies on in order to 
be effective and to improve. However, there is often a significant challenge 
associated with disseminating the new knowledge across the organisation and 
keeping the pace of change. These are problems of knowledge that need to be 
managed if the organisation is to get maximum benefit from its process-
orientation (Realisation Inc., 2006). 
Knowledge Management (KM) is a dazzling, multi-faceted, and controversially 
discussed concept that attempts to satisfy the aforementioned need to 
"manage" knowledge. Philosophers and representatives of a variety of different 
disciplines are debating the meaning, definitions, and dimensions of knowledge 
and KM (Nonaka and Takeuchi, 1995; Greiner et ai, 2007). Part of the 
confusion that surrounds KM can be attributed to its evolution - KM is 
multidisciplinary and many of the terms used to describe KM activities have 
been adapted from other disciplines and although they have distinctly different 
3 
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meanings among those who use them, they are often used interchangeably 
(Chase 2006; Hicks et at 2006). 
The KM discipline seems to be suffering from high levels of fragmentation. This 
variation appears in terms of how KM has been perceived and defined in the 
literature, as well as how KM approaches have been classified and KM 
strategies have been directed. The competing schools of thought and 
perspectives on KM that stimulate division in the field are mostly the result of 
the natural variation of background and viewpoint of researchers and 
practitioners who contribute to the discipline. However, this contradiction of 
opinions is considered necessary for any emerging discipline to evolve. In' 
2001, Walsham states that an attempt at knowledge sharing with others is only 
valuable if one's views differ from that of the other parties in the exchange, 
since one learns nothing from total homogeneity of view. This statement seems 
like common sense, but like most definitions its truth is limited by logical 
boundaries. The wide range of opposing views regarding KM seem to have 
exceeded these boundaries by far, to the point that this variety of views has 
become counter-productive. Lucier (2003) reports that up to 84 percent of all 
KM programs fail due to this existence of fragmentation and competing schools 
of thought in the field. KM, as an academic area, is maturing; however, there 
are still problems connected with both the diversity of the theoretical base and 
the gap between theory and its practical application (Aidemark, 2008). 
A wide variety of KM strategies and approaches have been identified in the 
literature review, as presented in Chapter 2. However, these do not necessarily 
reflect a strong disagreement of opinion between authors but rather 
demonstrate the adaptive nature of KM. Therefore a combination of the various 
approaches, depending on the context and objectives of a KM initiative, would 
seem to have a lot of potential to be fruitful. This has provided the basis and 
rationale for the research aim, which is presented in the following section. 
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1.3 Research aim and objectives 
The aim of this research is to design and evaluate a pragmatic methodology 
that employs the most appropriate KM methods in order to address specific 
organisational problems. 
The following objectives will need to be met in order to achieve the aim: 
1. Review and analyse published academic literature and industry-based case 
studies in order to: 
1.1 Understand existing KM approaches (Chapter 2) 
1.2 Identify key success factors and barriers for effective KM implementations 
(Chapter 5) 
1.3 Choose the most appropriate research methodology that needs to be applied in 
order to satisfy the research aim (Chapter 3) 
2. Conduct a pilot study into managing knowledge in industry (Chapter 4) 
3. Design a KM methodology, based on analysis of KM methods from the 
literature review as well as lessons learnt from the pilot study (Chapter 5) 
4. Implement the KM methodology in industry and evaluate its ability to address 
specific organisational problems (Chapter 6) 
5. Refine the KM methodology, based on lessons learnt from implementing in 
industry (Chapter 6) 
6. Implement the refined KM methodology in other industry settings in order to 
test its applicability and scalability in a wider business context (Chapter 7 and 
Chapter 8) 
7. Evaluate the overall effectiveness of the KM methodology and provide 
recommendations for future research direction (Chapter 9 and Chapter 10) 
5 
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1.4 Thesis outline 
This thesis consists of ten chapters. Chapter 2 presents a comparison of KM 
strategies and approaches as well as KM frameworks and methodologies, 
including agreements and disagreements about their elements, structure, 
terminology and emphasis. The evolution of goal-oriented thinking in KM is 
then analysed, followed by a comparison of setting strategic versus operational 
goals for KM. The challenge of how to evaluate KM performance is also 
discussed, along with a review of various evaluation perspectives. Finally, the 
need for further research in goal-oriented KM is highlighted and, subsequently, 
the research objectives are revisited and updated. 
A variety of research approaches are discussed in Chapter 3, in order to 
identify those that will be most suitable to employ for this thesis. The research 
methods that have been chosen are presented in a mind map and take into 
consideration the research objectives as well as the particular environment 
(industry) and circumstances in which the research is to be carried out. In 
addition, the literature review also provides some guidance on the research 
methods most commonly used in previous studies that aimed to develop goal-
oriented KM frameworks and methodologies. 
Chapter 4 is based on two papers by the author and his supervisors (Balafas 
and Jackson, 2003; Dawson and Balafas, 2008) and describes the pilot study 
of KM at the Danwood Group, UK. The main requirement of Danwood's senior 
management was initially to find ways of making improvements through KM. 
Therefore, a conventional knowledge audit was carried out with the aim of 
identifying opportunities for process improvement. The standard pattern of 
audit, analysis and system design initially appeared to be successful, but an 
unwillingness of the company to prioritise the proposed changes eventually led 
to the failure of the initiative. Reflection on the project outcome led to further 
insig ht into the reasons for the failure and a re-evaluation of the approach 
taken. The conclusions reinforced the need for a goal-oriented approach to KM. 
6 
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Chapter 5 presents the Goal-Oriented KM (GOKM) methodology. The three key 
influencers that have shaped this methodology are: the review of existing KM 
approaches that demonstrate goal-oriented thinking (Chapter 2), the pilot KM 
study that is carried out at Danwood (Chapter 4) and the review of factors that 
influence KM (Chapter 5). In addition, the special importance of the relationship 
between KM and organisational culture is discussed. 
The purpose of Chapter 6 is to describe the first implementation and evaluation 
of the GOKM methodology, which took place at Danwood. This began with 
identifying a key problem at Danwood - the prolonged processing time of sales 
orders - and is followed by an estimation of the impact of the problem in terms 
of costs and other metrics. The next step was to carry out a scoped knowledge 
audit that focused specifically on identifying the knowledge gaps in the sales 
order process. A new proposal was then presented in which some of 
Danwood's core departments were restructured in order to create a knowledge-
driven centre of excellence. Following approval by Danwood's board of 
directors, the implementation of the proposal was carried out and the key 
observations are discussed. Finally, the GOKM methodology is revisited in 
order to demonstrate how the lessons learnt from this case study help to refine 
the approach. 
Chapter 7 presents the implementation and evaluation of the refined GOKM 
methodology in a case study that took place at HSBC Bank. The problem to be 
addressed was one that many organisations have in common: a loss of critical 
business knowledge and experience each time an employee leaves their 
position - especially in the case of senior management. A knowledge audit of 
six key positions (identified as requiring urgent attention) revealed the critical 
business knowledge that was at risk. This was followed by the design and 
implementation of a five-step knowledge transfer initiative to minimise the loss 
of critical knowledge. Key observations and lessons learnt from the 
implementation are discussed and the GOKM methodology is reviewed and 
further refined. 
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Chapter 8 details the implementation and evaluation of the refined GOKM 
methodology in a third case study, this time at HBOS Bank. The author was 
placed in the Group IT department and, following analysis, discovered a 
significant misalignment between the IT project portfolio and the business 
strategy. A knowledge audit of how Group IT engaged with business divisions 
and how the IT portfolio was planned and managed revealed inefficiencies in 
these processes. This led to the design and implementation of a KM initiative 
that consisted of three key components: a shared project portfolio between 
Group IT and other business divisions, a knowledge-driven method for 
managing work requests and a knowledge-based method for gathering 
business requirements. The key observations and lessons learnt from the 
implementation are discussed and, once again, the GOKM methodology is 
reviewed and refined. 
Chapter 9 presents the overall evaluation of GOKM by using five key criteria 
(bottom-line results, added value, flexibility, usability and durability). In addition, 
the impact of GOKM at Danwood, HSBC and HBOS is contrasted against the 
specific criteria that were agreed with senior management in each case study. 
Hindsight gained from the three case stUdies leads to some suggestions for 
further refinement of the GOKM methodology. 
In the final chapter, the research aim and objectives are revisited in order to 
examine whether and how they have been achieved. This is followed by a 
critical analysis of the limitations and advantages of performing research in 
industry as well as recommendations for further work. Finally, an overall 
conclusion on the contribution of this research to the development of goal-
oriented KM theory is presented. 
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Chapter 2: Literature Review 
"The word 'know' derives from the Latin 'noscere~ also meaning 'to 
know' ... The suffix 'ledge' may have originally meant 'process' or 
'action'. Knowing this knowledge can be defined as 'the capacity for 
effective action'. " 
*** Professor John R. Searle •• * 
2.1 Chapter overview 
This chapter provides an overview of philosophical and epistemological 
perspectives of knowledge, introduces the fundamentals of Knowledge 
Management (KM), provides a definition of KM and highlights the fragmentation 
in the KM field by contrasting the views of both supporters as well as critics of 
the KM discipline. This is followed by a comparison of KM strategies and 
approaches as well as KM frameworks and methodologies, including 
agreements and disagreements about their elements, structure, terminology 
and emphasis. The evolution of goal-oriented thinking in KM is then analysed, 
followed by a comparison of setting strategic versus operational goals for KM. 
The challenge of how to evaluate KM performance is also discussed, along with 
a review of various evaluation perspectives. Finally, the need for further 
research in goal-oriented KM is highlighted and, subsequently, the research 
objectives are revisited and updated. 
2.2 Knowledge: philosophical and epistemological perspectives 
Plato (427-347 Be), as a pupil of Socrates, wrestled with a wide variety of moral 
and philosophical questions in the form of dialogues and expressed his idealist 
doctrine via "Socratic questioning". He believed that "conclusions" didn't have 
any special status as our assumptions and beliefs are open to perpetual 
questioning. Plato defined knowledge as "perception" and "true judgement". 
There is no consensus to this day about knowledge except it is derived from 
perception that can provide a rational justification for it (Jashapara, 2004). 
Interestingly, Plato, was thought to have considered that we are bom with a 
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certain amount of knowledge (Burke, 2003). 
Aristotle (384-322 BC), Plato's star pupil, saw philosophy as an on-going 
attempt to explore the complexities of human experience. After a sharp reaction 
against Platonism, he achieved a synthesis of the natural and rational aspects 
of the world in The Metaphysics (Aristotle, 1998). In every area, his approach 
was to start with "appearances" (ordinary beliefs and language), work through 
puzzles (work through contradictions and find beliefs that were most basic and 
central) and come back to "appearances" with increased structure and 
understanding (Jashapara, 2004). In essence, it could be concluded that 
Aristotle laid some of the foundations of empiricism. 
Around five Be, a group of Athenian "intelligent sages", who came to be known 
as "Sophists", advocated that it was impossible to tell if any thing was really 
true, and thus they developed a particular way of life. They established schools 
that trained people in how to debate and promote their own ideas in order to 
persuade, e.g. in the political arena. Sophists have been criticised for not basing 
their ideas on robust evidence or established knowledge and thus lack integrity 
and honesty. Sophists would counter argue that their epistemology was more 
honest than most in that they were not alluding to know anything-but freely 
admitting that they knew nothing for certain (Burke, 2008). 
Rene Descartes (1596-1650) made a very important contribution to the 
principles of modern philosophy. He was concerned with what it is actually 
possible to know for certain (Burke, 2003) and saw "certainty" as a state of mind 
and "truth" as a property of statements about the external world (Jashapara, 
2004). He decided that there must be starting points for philosophy other than 
those already proposed - many of which he found to be problematic. Descartes 
proposed four rules for thinking which he labelled his "Method of Cartesian 
Doubt" (Warburton, 1998). These can be interpreted as: first, never accept 
anything except clear and distinct ideas; second, divide each problem into as 
many parts as are needed to solve it; third, order thoughts from the simple to 
the complex; and finally, always check thoroughly for oversights (Burke, 2003). 
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This led Descartes to his first certainty: "Cogito ergo sum" or "I think, therefore I 
am", which he saw as the foundation on which to base the rest of his philosophy 
(Burke, 2003). He aimed to "lay the foundation of al/ philosophical and scientific 
knowledge entirely by a priori reasoning - i. e. by reasoning that does not appeal 
to senses, experience or observation" (Horner and Westacott, 2000). Therefore, 
Descartes can be said to hold a rationalist view of knowledge (Burke, 2003) with 
some foundations originating in Plato's idealist perspective of knowledge. 
John Locke (1632-1704), an empiricist, believed that everything we conceive or 
construct has come from experience. His dictum was "Don't blindly fol/ow 
convention or authority. Look at the facts and think for yourself'. He concluded 
that the mind is like a "white paper" which is blank when we are born and that all 
understanding and knowledge comes from our experiences (Burke, 2003). 
Locke develops the concept of 'idea' as something sensory that has the 
properties of a sensory image before the mind. An 'idea' can also cover 
thoughts, pains and emotions. He views reasoning as a mental operation of 
these 'ideas' which leads to knowledge or belief. In this sense, knowledge is a 
perception of relationships between ideas (Jashapara, 2004). Locke's ideas 
could be said to have some foundations originating from Aristotle's method of 
reviewing and challenging "appearances". 
Locke and Descartes can be thought of as "the founding fathers of two 
opposing schools of philosophy - empiricism and rationalism, one considering 
knowledge as the experience of the senses and one trusting to the speculations 
of reason" (Kenny 1984, cited in Burke 2003). 
Immanuel Kant (1724-1804) approached the theory of knowledge from a 
different perspective by considering the limitations of what we can truly know 
(Burke, 2008). He saw knowledge as bounded by "possible experience" 
(Jashapara, 2004), i.e. "human beings can only know of things which we are 
able to experience and understand" (Burke, 2008). Although Kant advocated 
science as the best way to develop knowledge and understanding of the world, 
he also acknowledged that science cannot measure the "noumenal world" - a 
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non-empirical world that isn't governed by scientific laws and where humans 
exercise their free will. However, Kant also stated that as a race we are not yet 
capable of fully understanding that world (Burke, 2008). 
Gilbert Ryle's (1900-1976) philosophy of mind is focused on a destruction of 
Cartesianism. He argues that the world of experience is composed of two 
entities: physical things and mental things. One of Ryle's most significant 
contributions is that he makes a distinction between intelligence ("knowing 
how") and possessing knowledge ("knowing that"). Intelligence can only have 
meaning in activity and is associated with the ability of a person to perform 
tasks (based on knowledge). It is the action that exhibits intelligence. Ryle 
argues against the Cartesian idealism that sees knowledge and intelligence as 
part of the same mental process (Jashapara, 2004). 
Michael Polanyi (1891-1976) comes from a similar behaviourist background as 
Ryle and develops the notion of tacit knowledge from a number of experiments. 
His starting point of human knowledge is "the fact that we can know more than 
we can tell" (Polanyi, 1967). He uses Ryle's distinction between "knowing that" 
and "knowing how" but suggests that they are not distinct entities but rather are 
two aspects of knowing that are ever present with the other. He uses the 
example of riding a bicycle and the need to have tacit knowledge to stay 
upright. Staying upright and engaged in the activity of riding is part of "knowing 
how" to ride a bicycle. However, many people may find it difficult to articulate 
clearly ("knowing that") what keeps them upright (Jashapara, 2004). 
The term "knowledge" can become confused with the terms "data" and 
"information" - this has been especially observed in organisations where the 
terms are used interchangeably. Davenport and Prusak (1998) view data as 
discrete objective facts about events that may take the form of structured 
records of transactions in organisations. Information is seen as a "message" or 
"flow of messages" that informs the data and makes a difference in the 
receiver's insight. The most dominant concepts of organisational knowledge 
within the current literature are the notions of "tacit" and "explicit" knowledge 
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(Nonaka, 1994). The foundation of these concepts can be traced back to the 
work of Gilbert Ryle and Michael Polanyi. 
From an organisational perspective, knowledge may be viewed as an intangible 
asset held within the minds and actions of the organisation's employees 
(Nonaka and Takeuchi, 1995). Secondly, knowledge may also take the form of 
a tangible asset that may be manipulated through technology (Non aka and 
Takeuchi, 1995). These views return to Polanyi's (1967) notion of explicit and 
tacit knowledge (Parsons, 2007). 
Davenport and Prusak (1998) also view organisational knowledge through the 
"tacit" and "explicit" dimensions and define tacit knowledge as the expertise, 
insights and intuition of the organisation's workforce and explicit knowledge as 
the knowledge that is committed to storage, such as documents, words and 
archives (Parsons, 2007). These two hierarchical types exhibit a degree of 
interchange ability and the knowledge of an organisation is interpreted as a 
combination of both types (Davenport and Prusak, 1998). However, Nonaka et 
al. (2000) advocate that tacit knowledge underpins the majority of business 
transactions and while considerable efforts have been made to visualise and 
store tacit knowledge, there remains a substantial amount of knowledge that will 
stay within the heads of the businesses employees. This can often lead to the 
question of "How is knowledge created in organisations"? 
The traditional view of knowledge creation championed by authors such as 
Nonaka (1991) typifies a chain of events that link together and allow the 
continuous interaction of tacit and explicit knowledge within organisations. The 
key actors within this process are the employees who are deemed to carry out 
this process on a daily basis and this in turn generates organisational and 
innovative knowledge (Parsons, 2007). 
Nonaka and Takaeuchi's (1995) widely acclaimed model, which was based on 
earlier work by Nonaka (1991, 1994), proposes four "modes" of knowledge 
conversion and creation: 
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• Socialization: "tacit to tacit" knowledge exchange via shared experience and 
interaction 
• Combination: "explicit to explicit" knowledge combination, i.e. resorting, re-
evaluating and re-contextualising explicit knowledge can lead to "new 
knowledge" 
• Externalization: "tacit to explicit" knowledge conversion, via the use of 
metaphors, figurative language and technology to make knowledge accessible 
on a wider scale 
• Internalization: "explicit to tacit" knowledge creation is the reverse of 
Externalization and is primarily achieved via the learning process. 
This section has presented some philosophical and epistemological 
perspectives of knowledge as well as some modern views on the role of 
knowledge in organisations. The following section focuses on how 
organisational knowledge can be "managed" and presents a critical analysis of 
the various approaches that have been identified in the literature. 
2.3 Knowledge Management: an overview of perspectives and 
approaches 
In the post-industrial economy, sometimes termed the "knowledge economy" 
(Drucker, 1992), KM has become an emerging discipline that has gained 
enormous popularity amongst academics, consultancies and practitioners 
(Jashapara, 2004). KM has been recognised· as a discipline since the mid 
1990's (Jennex, 2005; Gurteen, 2008) and yet there still seems to be a 
distinctive lack of a commonly accepted definition for it. KM is very difficult to 
define preCisely due to a lack of general consensus inKM literature (Egbu 2004; 
Bishop et al. 2008). KM contains a much more complex meaning than the terms 
"management" and "knowledge" alone. Various topics in different contexts with 
different perspectives are discussed under this term (Gao et aI., 2008). The 
strength and challenge of knowledge management as an emerging discipline 
comes from its interdisCiplinary approach (Jashapara, 2004). 
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The many competing schools of thought have resulted in widespread division in 
the field, even at the fundamental level of giving a definition for KM. It is 
interesting to see how the definitions provided in the literature show a relatively 
high level of differentiation by domain and how these have evolved over time. 
However, it has become apparent that these definitions are in most cases 
closely related to the background, industry, discipline and general school of 
thoug ht to which each author subscribes and in some cases even relative to the 
goals that they are trying to achieve. Roy (2001) supports this observation by 
stating that KM has been defined by management consultants, redefined by 
computer scientists and undefined by marketers of software products. 
Therefore, some sample definitions of KM that seem to be more widely 
accepted in the academic community have been carefully selected as follows: 
"The objectives of KM are a.) to make the enterprise act as intelligently as 
possible to secure its viability and overall success and b.) to otherwise realise 
the best value of its knowledge assets." (Wiig, 1997) 
"KM is concerned with the exploitation and development of the knowledge 
assets of an organisation with a view to furthering the organisation's objectives. 
The knowledge to be managed includes both explicit, documented knowledge, 
and tacit, subjective knowledge . .. " (Davenport and Prusak, 1998) 
"KM is the explicit and systematic management of vital knowledge and its 
associated processes of creating, gathering, organizing, diffusion, use and 
exploitation, in pursuit of organisational objectives." (Skyrme 1999, cited in 
Jashapara 2004) 
"KM consists of all methods, instruments and tools that in a holistic approach 
contribute to the promotion of core knowledge processes" (Mertins et al. 2000, 
cited in Jashapara 2004) 
"KM is the examination of mechanisms that facilitate critical organisational 
processes, the measurement of their performance and the development of 
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practical solutions that deliver one or more KM objectives." (Levett and Guenov, 
2000) 
"KM is mainly understood by practitioners from manufacturing and the service 
industry as part of corporate culture and a business-oriented method: The sum 
of procedures to generate, store, distribute and apply knowledge to achieve 
organisational goals." (Heisig, 2001) 
"KM is improving the ways in which firms facing highly turbulent environments 
can mobilize their knowledge base (or leverage their knowledge 'assets) in 
order to ensure continuous innovation." (Newell et al. 2002, cited in Jashapara 
2004) 
"KM is meant to promote ongoing business success through a formal, 
structured initiative to improve the creation, distribution, or use of knowledge in 
an organisation." (Lau et aI., 2003) 
'KM includes all the activities that utilize knowledge to accomplish the 
organisational objectives in order to face the environmental challenges and stay 
competitive in the market place." (Greiner et aI., 2007) 
'KM comprises a range of practices used in an organisation to identify, create, 
represent, distribute and enable adoption of insights and experiences. Such 
insights and experiences comprise knowledge, either embodied in individuals or 
embedded in organisational processes or practice." (Gurteen, 2008) 
As previously mentioned, the definitions provided above are carefully selected 
samples from a plethora of definitions. For the purpose of clarity, a specific 
definition has been produced for this research (adapted from definitions 
provided by Davenport and Prusak, 1998 and Gurteen, 2008): 
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Knowledge Management (KM) comprises a range of practices used in an 
organisation to identify, create, represent, distribute and enable adoption 
of insights and experiences with a view to furthering the organisation's 
objectives. Such insights and experiences comprise knowledge, either 
embodied in individuals or embedded in organisational processes or 
practice. 
The motivations for applying KM principles vary widely depending on where, 
how and why it has been applied. A representative (but not exhaustive) sample 
of motivations, adapted from .KPMG (1999, cited in Levett and Guenov 2000) 
and Gurteen (2008) would be as follows: 
• Facilitating and managing innovation and organisational learning 
• Understanding the value and contribution of intellectual assets and 
increasing their worth, effectiveness and exploitation 
• Improving the quality of decision making and other intelligent tasks 
• Fostering collaboration, knowledge sharing, continual learning and 
improvement 
• Solving challenging problems with new or newly acquired knowledge 
• Making available increased knowledge content in the development and 
provision of products and services, leading to shorter new product development 
cycles 
• Managing business environments and allowing employees to obtain relevant 
insights and ideas appropriate to their work 
• Making it easy to find and reuse sources of knOW-how and expertise, 
whether they are recorded in a physical form or held in someone's mind 
• Transforming the business strategy according to newly created or acquired 
knowledge. 
The sample of motivations provided above demonstrates just some of the many 
opportunities for applying KM for organisational benefit. Nevertheless, KM has 
both supporters and critics, as discussed in the following section. 
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2.3.1 Supporters and critics of KM 
Another level of division in KM appears in how it is actually perceived. The two 
most dominant notions seems to be: 
a.) those who perceive it as just another management "fad" that will soon die 
out and be replaced by the next generation of management disciplines, these 
could be named as the "KM critics". 
b.) those who perceive KM as essential to the future of the organisation, these 
could be named "KM supporters". A few examples given from both notions are 
discussed below. 
Sangeetha and Rao (2000) seem to believe that KM is just an evolved version 
of Information Management. By studying the role of librarians in comparison to 
knowledge managers they eventually conclude that KM is not really a new 
concept and that simply acquiring IT and management skills would be sufficient 
for managing knowledge effectively. The fundamental mistake in Sangeetha 
and Rao's perception of KM is their narrow focus on the individual level of 
managing knowledge without examining the organisational or business process 
perspective. 
Wilson (2002) examines the origins, basis and components of KM from a 
management consultancy perspective. Following a relatively large literature 
review he concludes that KM is an umbrella term for a variety of organisational 
activities, none of which, are concerned with the management of knowledge. 
Wilson also highlights problems in the distinction between knowledge and 
information and further concludes that focus should be set on managing 
information and work practices through improved communication initiatives. It 
seems' that in this case the misconception of KM has resulted from a 
misunderstanding occurring at the fundamental level: knowledge versus 
information. 
Freund (2003) discusses KM only at the individual level and believes that 
knowledge is simply not manageable within any context other than our own 
minds. He also supports the idea that as humans we do not realise how much 
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we know until some stimuli forces us to engage and use it. Devane and Wilson 
(2008) seem to agree with Freund (2003) by stating that knowledge needs to be 
approached as something non-manageable. Something that is inextricable from 
the individuals within the business, and that the best way to 'manage it' (that is, 
get the best use out of it) is to allow the individual to manage it themselves. 
Freund (2003) also goes as far as placing KM in the same category as other 
management "fads" such as downsizing, total quality management, the 
balanced scorecard, core competencies, business process re-engineering, 
systems thinking and benchmarking, amongst many others, most of which he 
seems to disregard as consecutive failures. Wilson (2002) places KM in the 
same "fad list", however he underlines that not all fads were failures and that 
they simply got phased out by newer management disciplines and theories. He 
concludes that KM is just a new term for managing information, people and 
work process. However, what does not seem to have been taken into account is 
the potential power of the actual interaction of information, people and work 
processes that can generate new knowledge and consequently revitalise 
competitive advantage. 
It seems that the arguments of KM critics are based on misinformed perceptions 
of what knowledge and managing knowledge really means and to what extent it 
is different from previous management theories. What KM critics perhaps need 
to be shown is that managing knowledge is a fundamentally different approach 
to· the established managerial concepts. A change has happened at the most 
fundamental level: the resource. Wiig (1997) reports how the economic focus 
has shifted over time starting with the pursuit of operational excellence (making 
the most of limited resources), then moving to acquiring product leadership with 
clever products, later on nurturing customer intimacy and finally leading to the 
"knowledge economy". Knowledge has replaced natural resources (such as 
machinery or even financial capital) and operational efficiency as the number 
one provider of competitive advantage. Shariq (1997) explains how we are 
entering an era where the future is going to be determined by our ability to use 
knowledge wisely and recognise it as a key strategic resource. Like other 
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resources, knowledge needs to be created, transferred and deployed through 
comprehensively designed processes. Also in line with this notion, Skyrme and 
Amidon (1998) explain how knowledge and its management have become a 
"core competence" that companies must develop in order to succeed in the 
dynamic global economy. 
This new economy has been entitled as the "knowledge economy" where, 
according to KPMG's "KM Research Report" in 1998, organisational knowledge 
is becoming more important than the traditional sources of economic power. 
Stewart (1997) extends this notion by explaining how knowledge has actually 
become the most important factor in economic life. Stewart characterises 
knowledge as the chief ingredient of what we buy and sell and the raw material 
with which we work and also underlines its most beneficial attribute: 
indispensability. 
In addition to the KM supporters' versus KM critics' views of managing 
knowledge, there seems to be a middle ground also appearing where KM is 
viewed optimistically but only if applied under specific conditions. For example, 
Lambe (2002) argues that KM may be useful to large corporations but is not 
necessary for SMEs (Small and Medium Enterprises): 
"Small and Medium Enterprises mostly do not need KM, beyond common sense 
stuff like having regular intemal meetings, soaking up lots of close knowledge 
about customers and competitors, having a decent records management 
system, and being able to communicate their identity and their services 
effectively. We are, with our SMEs, in danger of swamping an industrious, 
motivated and extremely practical force in the economy with too many trendy 
ideas." 
Arguably, the largest success stories in implementing KM have indeed surfaced 
from examples given by large corporations. Ahmed et al. (2002) report how 
Xerox developed "Eureka", a system for engineers and technicians to share 
technical knowledge that was proven to successfully cut costs and decrease the 
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re-inventing of solutions. Skyrme (1997) provides examples from a variety of 
successful KM initiatives. Dow Chemical focused on the active management of 
their patent portfolio, which resulted in generating over $125 million in revenues 
from licensing and other ways of exploiting their intangible assets. Skandia 
Assurance developed new measures of Intellectual Capital (I C) and guided their 
managers on increasing IC value. As a result, revenues grew much faster than 
their industry average. Texas Instruments shared best practices between their 
semiconductor fabrication plants and saved the equivalent of investing in a new 
plant. A similar approach was pursued by Hewlett-Packard (HP), by sharing 
expertise that already existed in the company, but not known to their 
development teams, HP now brings new products to market much faster than 
before. Although all of the examples given are in fact sourced in the KM efforts 
of large corporations, this does not prove that KM is not suitable to smaller 
business models. Lambe's arguments for the unsuitability of KM to SMEs seem 
quite weak. His perception of KM seems to be entirely focused on aiding the 
improvement of organisational efficiency. However, there are many other 
important potentials of KM that have not been taken into consideration when 
making this judgement such as innovation, transforming the business strategy 
and more, as mentioned in section 2.2.1. There are many authors who believe 
that a well-designed implementation of KM can contribute significantly to the 
efficiency and competitiveness of an enterprise irrespective of its size (e.g. 
Bullinger et al. 1997, cited in Wildner 2008; Salojarvi et al. 2005; Wildner 2008). 
2.3.2 KM strategies, approaches and core components 
Many practitioners and researchers in the field have examined the strategic 
aspects of KM. Some of the most widely accepted strategies (e.g. O'Dell et aI., 
1999; Chase, 1997b; McElroy, 2000) have been identified as: 
• Transfer of Knowledge and Best Practices 
• Innovation and Knowledge Creation 
• Intel/ectual Asset Management 
• Customer-Focused Knowledge 
• Personal Responsibility for Knowledge 
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• KM as a Business Strategy 
These strategies are closely related to the motivations for applying KM, as 
described in section 2.2.1. The first two of these strategies, i.e. "Transfer of 
Knowledge and Best Practices" and "Innovation and Knowledge Creation" seem 
to have received the most attention in the literature and are often associated 
with the management of explicit and tacit knowledge respectively. 
Tacit knowledge represents internalised knowledge that an individual may not 
be consciously aware of how he or she accomplishes particular tasks. At the 
opposite end of the spectrum, explicit knowledge represents knowledge that the 
individual holds consciously in mental focus, in a form that can easily be 
communicated to others (Gurteen 2008). Two different KM strategies have been 
discussed in the literature for sharing tacit and explicit knowledge: the 
codification strategy and the personalisation strategy (Greiner et aI., 2007). 
The objective of the codification strategy is to collect knowledge, store it in 
databases, and provide the available knowledge in an explicit and codified form 
(Greiner et aI., 2007). The codification approach focuses on amalgamating 
individual knowledge in a firm, putting it in a cohesive context, and making it 
available to organisational members. Such an approach entails separating the 
knowledge from its creator (Desouza, 2003). According to Gao et al. (2008), KM 
that follows the codification strategy is an advanced level for discussing 
technology, R&D, or product/service innovation and development, data mining 
or knowledge discovery from databases, MIS, IT infrastructures or supporting 
software, expert systems, decision-support systems, or knowledge repositories 
(Davenport, 1993; Stewart, 1997; Boisot, 1998; Davenport and Prusak, 1998). 
The personalisation strategy involves individuals making knowledge requests of 
experts associated with a particular subject on an ad hoc basis. In such an 
instance, expert individuals can provide their insights to the particular person or 
people needing this (Gurteen 2008). Knowledge sharing is fostered through 
people-to-people interactions and dialogue. Knowledge is not separated from its 
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source, because of the need to identify that source in requesting the required 
knowledge (Desouza, 2003). The personalisation strategy concentrates on 
facilitating or enabling a "good" space for knowledge creation like "Sa (space)", 
"community of practice" or a knowledge-creating/sharing culture (Nonaka and 
Takeuchi, 1995; Sveiby, 1997; Wenger 1998, cited in Gao et al. 2008). 
Information Technology still has a role to play in helping to find the people with 
the relevant expertise and/or communicate knowledge via electronic means, 
e.g. discussion forums (Greiner et aI., 2007). 
Some companies deploy both approaches - codification and personalization -
within the same KM initiative. This supports propositions that codification and 
personalization are not two extremes but rather dimensions that can be 
combined (Gammelgaard and Ritter, 2005). 
Choi and Lee (2003) categorise KM approaches in accordance to explicit and 
tacit oriented perspectives that corporate companies have demonstrated in 
case studies and present four categories: passive, system-oriented, human-
oriented and dynamic (see Figure 2.1). According to Choi and Lee (2003), 
organisations that demonstrate a passive KM approach are those that have 
hardly any comprehension of managing knowledge systematically and do not 
utilize organisational structure, culture or IT explicitly for this purpose. As a 
result they are criticized for reducing their own effectiveness in the current and 
future turbulent business environment. Companies of a system-oriented style 
put more emphasis on codifying and reusing explicit knowledge through the 
exploitation of advanced IT solutions leading to faster response times to the 
customer and lower cost per "knowledge transaction". These firms also believe 
that they can eliminate the need for further communication and coordination 
among organisational members. On the other hand, those subscribing to the 
human-oriented style focus on acquiring and sharing tacit knowledge through 
forming informal social networks. In this approach, communication, trust and 
informality overrule database retrieval systems and procedural documentation 
because better ways can be potentially discovered through interaction. Choi 
and Lee (2003) recommend that the dynamic KM approach should be the one 
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to be adopted by firms if they want to succeed in managing knowledge. This 
approach integrates system- and human- oriented characteristics by using 
technology as a support tool for interactive social groups over unlimited 
geographical span. This provides the opportunity to exploit existing knowledge 
and create new knowledge with innovative potential. 
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Figure 2.1: Classification ofKM approaches according to Choi and Lee (2003) 
So far, the KM strategies and approaches presented have mainly focused on 
"technology" or "people" or both. However, the missing element seems to be 
"process". There are many authors who believe that the core components of KM . 
consist of People, Process and Technology (e.g, Shaw et al. 2007, Ahmed et al. 
2002, Massey et al. 2002). 
KM initiatives need to focus first and foremost on nurturing the people who have 
the knowledge, with technology playing a supplementary role only (Robertson 
and Hammersley, 2000). Furthermore, the organisation needs to foster 
appropriate processes by which the knowledge of its individual members can 
interact for the benefit of the whole organisation (Hammer et al. 2004, cited in 
Shaw et al. 2007). Maier and Remus (2003) suggest that a process focus is a 
way of bridging this apparent dichotomy between the people- and the 
technology-oriented approaches. However, the business should not nurture 
business processes whilst stifling that informal knowledge sharing between 
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people by which much organisational work is performed (Brown and Duguid 
2000). 
Oldigs-Kerber and Sorensen (2002) refer to People, Process and Technology in 
KM as Human Capital, Social Capital and IT Capital respectively and present an 
interesting diagram of the various KM dimensions in Figure 2.2. 
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Figure 2.2: The involvement of KM in business processes 
(according to North et al. 2001, cited in Oldigs-Kerber and Sorensen 2002) 
McElroy (2000) classifies KM approaches as supply-side and demand-side. 
Supply-side KM focuses on providing the appropriate on-demand knowledge to 
the individual. The emphasis is on knowledge sharing from a top-down 
perspective. It is also usually technology-centric in its orientation (capturing, 
codifying and sharing explicit knowledge). Demand-Side KM focuses on 
satisfying organisational demand for the production of new knowledge. The 
emphasis in this approach is on knowledge creation from a bottom-up 
perspective. It is usually people and process-centric in its orientation 
(collaboration, organisational learning and innovation). 
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The variety of KM strategies and approaches that have been identified in the 
literature does not necessarily reflect a strong disagreement of opinion between 
authors but rather demonstrate the adaptive nature of KM. Therefore a 
combination of these strategies seems appropriate, depending on the context 
and objectives of a KM initiative. For the purpose of this research, McElroy's 
classification is favoured, simply because it combines the tacit/explicit focus 
with the core KM components of People', Process and Technology. 
2.3.3 KM technology 
A wide variety of systems and technologies have been developed in order to 
support KM activities (e.g. Milton et aI., 1999; Reimer et aI., 2000; Liao, 2003; 
Gurteen, 2008). Luan and Serban (2002) define the main categories of KM 
systems as: business intelligence, knowledge base, collaboration, content and 
document management, portals, customer relationship management, data 
mining, workflow, search, and e-Iearning. The literature review also highlighted 
additional systems that support KM, such as virtual works paces, people-finder 
tools, knowledge network enablers, on-demand knowledge providers for 
business processes, knowledge modelling tools, resource planning tools and 
social computing tools that support communities of practice (e.g. blogs and 
wikis). 
In 2005, Wong states: "it is indisputable that one of the key enablers for 
implementing KM is IT. In essence, it can cerlainly play a variety of roles to 
supporl an organisation's KM processes. However, it is noteworlhy to recognise 
that IT is only a tool not an ultimate solution". Call (2005) agrees and extends 
this notion by stating: "the tools used for capturing, analyzing and distributing 
knowledge do not have to be vel}' high tech at all. While technology surely 
facilitates all of these actions, KM should not be underlaken for the sake of 
technology. Rather the technology should address the needs of the KM 
system's goals". 
In agreement with Wong (2005) and Call (2005), one of the main assumptions 
of this thesis is that technology is a support tool rather than a main driver for 
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KM. In other words, the choice of KM strategy would drive the choice of KM 
technology, whether simple or complex, depending on the requirements. Thus, 
a wider review of literature that has a specific focus on KM technologies would 
be considered out of scope for the purpose of this thesis. 
2.3.4 Conclusion on KM overview and approaches 
This section has introduced the fundamentals of KM, highlighted the 
fragmentation in the KM field, contrasted the views of both supporters as well as 
critics of the discipline; and provided a definition of KM for this research. In 
addition, KM strategies and approaches have been compared and the 
relationship between technology and KM has also been discussed. The 
fundamental conclusion of this section is that a combination of the various KM 
strategies identified, depending on the context and objectives of a KM initiative, 
seems like an approach that has a lot of potential to be fruitful. This has 
prompted further examination of goal-oriented thinking in KM, as presented in 
the following section. 
2.4 The evolution of goal-oriented thinking in KM frameworks 
and methodologies 
This section demonstrates the evolution of goal-oriented thinking in KM by first 
examining the main disagreements in existing frameworks and methodologies, 
followed by an analysis of how the need for a goal-oriented approach gradually 
became apparent and finally leads to a comparison of goal-oriented KM 
approaches that have a strategic focus versus those that demonstrate an 
operational focus. 
2.4.1 Disagreements in KM frameworks and methodologies 
In general, a framework is a concise description of the major elements, 
concepts and principles of a particular domain. The main aim of a framework is 
to explain the domain and define a standardised schema of its core content as a 
reference for future design implementations. A KM framework names the major 
KM elements, their relationships and the principles that define the way in which 
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these elements interact. In this way, it provides the reference for decisions 
about the implementation and application of a KM system/project within an 
organisation or an enterprise (Metaxiotis et aI., 2005). The KM frameworks can 
be classified as either prescriptive, descriptive or a combination of the two 
(Holsapple and Joshi 1999, cited in Metaxiotis et al. 2005). 
Prescriptive frameworks provide general directions about the types of KM 
procedures, without providing specific details of how those procedures 
can/should be accomplished, while descriptive frameworks characterise or 
describe KM. To date, the majority of frameworks presented in the literature are 
prescriptive. Many researchers have tried to review the KM frameworks that 
have been presented in the literature, to compare and analyse them, as well as 
to give general directions on what a KM framework should include and in what 
order (Metaxiotis et aI., 2005). The main and generally accepted finding seems 
to be that a codified, universally accepted framework has not been established 
for KM (Weber et al. 2002, cited in Metaxiotis et al. 2005; Rubenstein-Montano 
et aI., 2001; Maier and Remus, 2003;). However, after reviewing the literature, 
this is not necessarily viewed as a problem, because different organisational 
goals are likely to require a different approach and focus. 
It seems that the fragmentation of the KM field also extends to how KM 
frameworks and methodologies are constructed at the fundamental level, i.e. 
core components, emphasis etc. Although someone can find some 
commonalities among the frameworks, a brief review can reveal the variations 
that exist between them (Liao 2003, cited in Metaxiotis et al. 2005). 
Metaxiotis et al. (2005) provide a representative summary of the main streams 
of disagreements regarding KM frameworks. These relate to: 
• The necessary elements of a KM framework 
There is confusion about what should be included in a KM framework, 
irrespective of being prescriptive or descriptive. According to Holsapple and 
Joshi (2002) this disagreement is the main reason that many research efforts 
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are orientated towards the direction to standardise what a KM framework should 
contain. 
• The ordering or structuring of KM frameworks 
This concerns mainly the prescriptive frameworks, since they usually include 
some tasks that must be followed in a particular flow. In many cases, the same 
elements can be found in the opposite order in different frameworks 
(Rubenstein-Montano et al. 2001). 
• The terminology used on KM frameworks 
In many cases different KM frameworks include the same elements, but 
different terms are used for the same (or similar) activities or processes 
(Apostolou and Mentzas 1998, cited in Metaxiotis et al. 2005; Liebowitz and 
Megbolugbe 2003; Lytras and Pouloudi 2003). This inconsistency, regarding the 
used terminology, is a phenomenon that is also common in other KM aspects 
and it is considered among the most relevant issues for standardization (Weber 
et al. 2002 and Ergazakis et al. 2004, both cited in Metaxiotis et al. 2005). 
• The emphasis that is given in the different KM aspects 
The KM frameworks presented in the literature tend to emphasize different 
aspects of KM. The majority of frameworks do not address KM in an equal way 
(e.g. People, Process and Technology). For example, many of the KM 
frameworks focus only on the knowledge cycle process or tasks, and 
consequently, other critical elements of KM such as integration of KM with the 
strategic goals of the organisation, the people involved in KM activities, and the 
cultural context within which KM is developed are neglected (Davenport 1995, 
cited in Metaxiotis et al. 2005, RUbenstein-Montano et al. 2001). 
Rather than trying to analyse the myriads of frameworks, it is important to pay 
attention to why there are so many disagreements and, more importantly, why 
there seems to be so much failure associated with a large proportion of KM 
initiatives. Therefore, the rest of this section will focus on how the idea of goal-
oriented KM has evolved while existing KM frameworks and methodologies that 
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demonstrate elements of goal-oriented thinking will be specifically addressed in 
Chapter 5. 
2.4.2 The evolution of goal-oriented KM 
"An InformationWeek survey indicated that 94 percent of companies considered 
KM to be strategically important to their business" (Kleindl 2003, cited in Call 
2005) yet it is "reported that at least half of all KM initiatives fail; some peg the 
failure rate as high as 70 percent" (Rossett 2002). How can so many 
companies fail at something that is obviously so important to them? After all 
"this is not rocket science ... its good sense and managerial basics" (Harvard 
Business School Press 1998, cited in Call 2005). 
AI-Ghassani et al. (2004, cited in Bishop et al. 2008) propose two broad 
categories of KM perspectives: the outcome perspective, which examines the 
benefits an organisation gets from managing its knowledge, and the process 
perspective, which considers the process of controlling the creation, 
dissemination and utilisation of knowledge. It appears that a large proportion of 
KM efforts have followed the latter of these perspectives and not paid enough 
attention to the former, i.e. "what is the expected outcome from applying KM?". 
This could qualify as one of the most fundamental reasons for the high rate of 
failure in KM initiatives - a distinct lack of focus and direction, because not 
enough attention is paid to the specific objectives that each organisation is 
trying to deliver with the support of KM. Many authors seem to agree with this 
notion (e.g. Kalling 2003; Call 2005; Wong 2005; Greiner et al. 2007; Bishop et 
al. 2008; Gao et al. 2008; Wildner 2008). 
The lack of specific direction for KM often seems to occur because managing 
knowledge is being applied "for the sake of managing knowledge", i.e. with the 
expectation that managing knowledge simply pays off in the long term. For 
example, Rowley (1999, cited in Ray 2008) defines the objectives of KM as to 
"create know/edge repositories to store know/edge and information", "improve 
know/edge access' through connectivity, "enhance the KM environment" in 
order to allow its effective creation, transfer and use, "manage know/edge as an 
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asset" and value to the firm. Another example is provided by Honeycutt (2000, 
cited in Ray 2008) who states that every successful KM design has goals to 
focus on which are "filtering, integration, sharing, and offline access". However, 
simply trying to manage knowledge as a resource without a specific goal is 
unlikely to bring improvement to performance, unless it is by chance rather than 
by design. This notion seems to be supported by a number of authors (e.g. 
Morey 2001, Kalling 2003, Call 2005, Wong 2005, Greiner et al. 2007, Bishop et 
al. 2008, Wildner 2008). 
In 2003, Kalling states that KM research indicates a strong focus on knowledge 
itself: what is it and how can we manage it? Knowledge is a resource, and we 
know a lot about the nature, the attributes of knowledge, and we do know about 
how to develop knowledge, i.e. to learn. But the factors that convert knowledge 
into improved performance are not well studied, especially not the management 
implications. Kalling leads to the conclusion that the link between KM and 
performance, which so frequently is taken for granted, might not always exist. 
Morey (2001) seems to agree by stating that many KM programs operate under 
the implicit assumption that all improvements from KM-enabled learning are 
equally beneficial. Because of this, organisations spread their KM investments 
too thin on organisation-wide initiatives that consequently do not produce near-
term business results. Another example of support for this idea is provided by 
Greiner et al. (2007) who state that not all KM activities have been shown to 
positively influence business performance or to result in a competitive 
advantage. They also state that: "depending on the business strategy a different 
KM strategy is more or less adequate and results in a positive business 
performance". 
AI-Ghassani et al. (2004, cited in Bishop et al. 2008) suggest that due to the 
differences between organisations' business objectives and cultures it is 
impossible for one KM system to suit every organisation, and that the key is to 
align the initiative with economic performance and strategy. Wong (2005) 
extends this idea by asserting that successful KM focuses on supporting the 
critical success factors (CSFs) that have been defined by managerial planning 
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in order to maximise the effectiveness of the business. Wong continues to 
assert that a suitable KM strategy is one that is well adjusted to the situation 
and context of the organisation in hand. In order to attach more significance to a 
KM strategy, it should support an imperative business issue of an organisation. 
Wildner (2008) agrees by highlighting that one of the key requirements of 
successful KM is an orientation towards dealing with actual problems. 
Call (2005) provides a good summary of the notions discussed above by 
stating: "Those in the know realise that KM is different at every turn; it is 
continually changing and evolving. What constitutes a successful KM project at 
one company may not spark the faintest interest at another. The key to 
successful KM is not to get caught up in anyone aspect of it. Begin with a 
specific goal in mind". 
One of the key conclusions that has been reached so far in this section is that 
KM should be framed as a business enabler that contributes to the achievement 
of goals, i.e. "it is a means to an end rather than an end in itself'. In fact, this 
conclusion is a reaffirmation of a similar notion expressed by the author and his 
supervisors in a paper published in 2004, which introduced the principles of 
goal-oriented KM (Balafas, Jackson and Dawson, 2004a), before many of the 
previously discussed papers were published. These initial principles were based 
on a combination of operations theory with business process improvement and 
KM for faster bottom-line results (Goldratt, 1994; Wiig, 1997; Armistead, 1999; 
Heisig, 2001; Magnani, 2001; Morey, 2001). 
2.4.3 Strategic vs. operational goals for KM 
According to Shaw et a\. (2007), as KM is such a fundamental activity which 
impacts upon most areas of the business, organisations need to take an 
overarching strategic approach to align KM with business strategy, rather than 
KM existing as random and isolated pockets of activity. There are quite a few 
authors that seem to agree with this notion (e.g. McCann and Buckner 2004; 
Snyman and Kruger 2004). 
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Davenport et al. (1998, cited in Greiner et al. 2007) as well as Zack (1999, cited 
in Shaw et al. 2007) appear to support a similar notion by agreeing that KM 
should be tightly related to objectives and business strategies of the 
organisation or subunit of the organisation. The reference to "subunit of the 
organisation" recognises that the subunit can act independently and even 
though it will subscribe to the overall organisational strategy, it is very likely to 
have its own strategy and operational goals to achieve with the support of KM. 
This could hardly be considered as "random and isolated pockets of activity", as 
previously mentioned. This further implies that although there are many benefits 
to taking a wider strategic view of KM it does not always have to be 
implemented as a company-wide initiative. 
There is also the issue of having to deal with problems (e.g. at the operational 
level) that are outside the normal boundaries of following organisational 
strategy. Spence (1999, cited in Shawet al. 2007) asserts that one only needs 
to talk to a range of managers to discover that, in many organisations, strategic 
thinking and strategic planning are often replaced with "fire-fighting" and the 
reliance on emergent solutions. Storey and Barnett (2000) present a case study 
of an organisation that is forced by an external crisis into "fire-fighting" for 
survival. In this case they conclude that the KM initiative was "dropped" 
because it was not viewed as a mission-critical activity. The issue here was that 
KM was viewed only in its capacity to support long-term strategy, while ignoring 
the possibility that smaller-scale KM solutions can actually assist with the "fire-
fighting". 
In 2008, Wildner uses a problem-oriented approach to KM in order to deal with 
local problems and reports success in terms of bottom-line results. He also 
accepts that his approach can lead to local solutions disregarding a holistic 
consideration of the organisation. However, Wildner goes on to state that this is 
accepted - relinquishing a comprehensive view of KM in favour of a broader 
acceptance of the approach and quick solutions for urging problems. Using KM 
to deal with urgent problems seems to also be the focus of Morey (2001), who 
combines a process-oriented KM approach with operations theory in order to 
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achieve faster bottom-line results. Morey proposes that KM needs to be viewed 
as a continuous process that first discovers where KM-enabled learning will 
address a restriction on the performance of critical business processes and then 
implements an appropriate intervention in the knowledge development cycle 
that will accelerate the transfer and application of knowledge to the business 
process that requires it. The approaches described by Morey (2001) and 
Wildner (2008) seem to be successful at achieving rapid results. However these 
results are more likely to have an impact at a local level rather than at a wider 
organisational level. There is still a place for strategic rather than operational 
KM. 
In 2007, Shawet al. describe some of the crises that, based on the study of 16 
organisations, have encouraged the taking of a strategic view of KM. These 
include: 
• Becoming swamped with data and unable to forecast accurately as a result 
• Merging of three organisations which necessitated the new organisation to 
act differently 
• Needing process change to remain competitive 
• Retaining essential knowledge during site relocation. 
Although these issues can be addressed by taking a strategic view of KM, it is 
important to recognise the impact of scope. If the scope of the crises affects the 
whole organisation then clearly a more strategic approach would probably be 
most appropriate (assuming that the organisation in not in "fire-fighting" mode). 
However, any of these crises could become an operational rather than strategic 
issue if the scope of the problem is limited to a more local level, in which case a 
more localised KM effort might bring faster results and face less risk of being 
"dropped". It is also important to highlight that the examples of crises presented 
by Shaw et al. (2007) could be made more specific. The generic description of 
the problems makes it more difficult to decide and measure how KM can 
contribute to their solving. The measurement of KM performance seems to be a 
much wider issue and will therefore be addressed separately in section 2.4. 
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2.4.4 Conclusion on goal-oriented thinking in KM frameworks and 
methodologies 
The key conclusion of this section is that KM does not need to have an 
exclusively strategic or exclusively operational orientation. The goals to be 
supported by KM can be either strategic or operational or both, depending on 
many dynamic factors (e.g. organisational priorities, market conditions, etc.). 
Therefore, a truly holistic goal-oriented approach would need to be able to 
support. an organisation in all conditions and for goals of variable size and 
scope. 
2.5 Evaluation of KM performance 
In 2000, Chong et al. performed a survey of senior managers at 25 international 
organisations to tackle the key question: "Where does KM add value?". The 
findings indicated that the majority were not able to determine the business 
value of their investment in KM. At the same time, most respondents agreed 
that they had lost business opportunities as a result of poor knowledge practice. 
Measuring performance of KM initiatives has been a hot topic for many 
practitioners and researchers (e.g. Edvinsson, 1997; Bontis et ai, 1999; Dekker 
and de Hoog, 2000; Holsapple and Singh, 2001; Ahn and Chang, 2003; Chen 
and Chen, 2006; Tseng, 2008), especially in relation to the corporate domain. 
Nevertheless, it is still considered by many authors to be a heavily under 
developed aspect of KM (e.g. Ruggles 1997, cited in Chen et al. 2008; 
Holsapple and Singh, 2001; Bose, 2004), despite the fact that attempts to 
measure the value of KM date back to the beginnings of the discipline (Chen 
and Chen, 2006). 
According to Holsapple and Singh (2001), KM measurement involves the 
valuation of knowledge resources and knowledge processors, including 
quantitative methods, qualitative assessment, performance review, and 
benchmarking. It is a basis for evaluation of control, coordination, and 
leadership; for identifying and recognising value-adding processors and 
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resources; for assessing and comparing the execution of KM activities; and for 
evaluating the impacts of an organisation's conduct of KM on bottom-line 
performance. Kankanhalli and Tan (2004, cited in Scarso et al. 2008) define the 
objectives of KM measurement as: providing funds, setting targets, giving 
feedback for implementation, and deriving lessons for future initiatives. 
Demonstrating results to senior management in order to maintain their support 
is perhaps one of the most important objectives of KM measurement, especially 
because executives who feel that KM investments do not payoff may 
prematurely cut those initiatives (Bose 2004; Desouza and Raider 2006). 
Many companies today continue to invest substantially in KM while still 
encountering substantial difficulties in measuring the value generated by KM. 
Actually, how KM-related costs and benefits can be effectively measured is still 
a puzzling problem (Zboralski and GemOnden, 2006) both at the conceptual and 
operational level. This is due to the intangible nature of such activities, as well 
as to their very long-term horizons. Even though several methods and 
approaches have been proposed in the literature, they are still far from 
becoming an established practice (Kim, 2006). In particular, they are very 
heterogeneous, often derive from techniques formerly developed for other goals 
(for instance: traditional accounting), and combine ad hoc elements. Also, they 
are generally poor in usability (Scarso et aI., 2008). 
In recognition of the issues discussed above, the following section will present 
the various perspectives of KM performance evaluation and will seek to identify 
an approach that fits with goal-oriented KM theory (as described in section 2.3). 
2.5.1 KM evaluation perspectives 
There have been many studies that attempt to classify KM evaluation 
perspectives (e.g. Bontis et aI., 1999; Holsapple and Singh, 2001; Kankanhalli 
and Tan 2004, cited in Scarso et al. 2008; Loermans and Fink, 2005). However, 
it appears that Chen and Chen (2006) provide one of the most comprehensive 
classifications of KM evaluation perspectives, following a literature review of 
108 KM papers from 1995 to 2004. They identify six broad approaches to KM 
performance evaluation: 
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• Quantitative analysis 
• Qualitative analysis 
• Intemal performance analysis 
• Extemal performance analysis 
• Organisation-orientated analysis 
• Project-orientated analysis. 
Quantitative analysis in KM evaluation includes traditional financial indicators 
(e.g. Retum-On-Investment) as well as non-financial indicators that tend to be 
related to behavioural factors and system usage (e.g. the number of topics on a 
knowledge sharing discussion board). One of the key benefits of quantitative 
analysis in KM evaluation is that it avoids subjective judgement, in contrast to 
qualitative analysis (Chen and Chen, 2006). Scarso et al. (2008) provide an 
example of the quantitative approach to KM evaluation by describing a case 
study where the value of a central KM team in an organisation is determined by 
comparing the cost of the team (Le. wages etc.) with the monetary value of the 
services and deliverables that the team produces in one year. The calculation 
revealed that the central KM team produced ten times more value than the cost 
of the team. They explain that although this approach provides financial data 
that is familiar to senior management, it is a method that is difficult to apply and 
can also be inappropriate in many situations where employees are involved in 
KM but not as a full-time role. In the case of quantitative analysis for KM 
evaluation, it is perhaps more likely to be useful in a wider scope when 
combined with other approaches (e.g. qualitative), so as to contribute towards a 
more holistic view of performance. 
Qualitative analysis in KM evaluation generally includes typical non-quantitative 
techniques (e.g. questionnaire, expert interviews, etc.). It is usually proposed as 
a way to "measure" the tacit components of knowledge. Traditionally, most 
scholars have suggested financial indicators to display the value of KM; now, 
more and more scholars are insisting on evaluating KM performance using non-
financial indicators, in a social and behavioural sciences approach (Chen and 
Chen, 2006). Levett and Guenov (2000) defined qualitative metrics for KM 
performance evaluation according to: 
37 
Goal-Oriented Knowledge Management 
• Motivation (how well the employees are motivated to work productively) 
• Knowledge capture (the ability to capture important knowledge) 
• Stored knowledge (the usefulness of captured knowledge in solving new 
problems) 
• Personnel training (the effectiveness of employee learning mechanisms) 
• Knowledge transfer (the effectiveness of sharing important knowledge) 
• Creative thinking (the ability of employees to create new solutions) 
• Knowledge identification (the effectiveness of identifying relevant knowledge) 
• Knowledge access (the effectiveness of accessing important knowledge). 
Although these measures seem to cover a comprehensive range of KM angles, 
they seem difficult to apply in practice and some appear to subscribe to the idea 
of "managing knowledge for the sake of managing knowledge", as previously 
discussed in section 2.3. Qualitative analysis in KM evaluation could perhaps be 
more effective when linked to specific organisational goals. In addition, it is also 
more likely to be more effective when combined with more objective methods, 
e.g. quantitative, in order to, as previously mentioned, be able to build a more 
holistic view of performance. 
Internal performance analysis in KM evaluation focuses on process and goal 
achievement efficiency, and evaluates the performance of KM processes by 
measuring the gap between targets and current values. Methods proposed 
include: balanced scorecard, performance-based evaluation, activity-based 
evaluation, and so on (Chen and Chen, 2006). Dekker and De Hoog (2000) 
present an example of activity-based evaluation in a case study concerning loan 
revision performed in a large bank. The model that is illustrated in the case 
study calculates the return on a knowledge asset (its value) as the difference 
between the costs incurred for using the knowledge asset in activities to 
produce products minus the revenues generated by these products. In the 
particular case study, the application of this model led to the unexpected result 
that the return on most knowledge assets for loan revision was negative. 
Dekker and De Hoog (2000) also make the observation that strategically 
. distributing product revenues over activities, resources and knowledge areas is 
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probably the hardest part. Perhaps one way to counter or at least reduce this 
problem would be to distribute revenues over groups of similar activities, 
resources and knowledge areas rather than individual entities. Overall, these 
measures seem quite complex and time-consuming, but nevertheless seem 
useful in applications of KM that have a particular focus on process efficiency. 
External performance analysis in KM evaluation consists of comparing a firm's 
KM performance with benchmark companies, primary competitors, or industry 
average. Benchmarking is seen as a tool for identifying, understanding, and 
adopting best practices to increase the operational performance of knowledge 
assets (Chen and Chen, 2006). Carpenter and Rudge (2003) present a KM 
benchmarking exercise that took place at British Energy Power and Trading 
(BEPET). The benchmarking criteria were sourced from the British Standard 
Guide to Good Practice in KM as well as from the Most Admired Knowledge 
Enterprises (MAKE) awards - as designed by a web-based community of 
leading knowledge-based organisations. These were namely: creating an 
enterprise knowledge culture, top management support for managing 
knowledge, developing and delivering knowledge-based products and solutions, 
maximizing enterprise intellectual capital, creating an environment of 
knowledge-sharing, establishing a culture of continuous learning and managing 
customer knowledge to increase loyalty/value. The primary methods of data 
collection used to perform the benchmark were interviews and surveys. This 
approach seems quite subjective and indeed Carpenter and Rudge (2003) do 
reach the conclusion that there is a significant amount of bias that has an 
impact on the benchmark results. One of the main reasons for this bias is the 
apparently exclusive use of qualitative methods. Therefore, the suggestion 
would be to use both qualitative as well as quantitative methods of data 
collection in benchmarking, in order to produce results that are more credible. 
Organisation-orientated analysis in KM evaluation considers the entire 
organisation and focuses on its multidimensional aspects. The primary objective 
is to estimate the KM performance at the various levels of the whole 
organisation (Scarso et al., 2008). In the horizontal perspectives, KM 
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performance evaluation is focused on leadership, cultural, technological and 
process dimensions. In the vertical perspectives, KM performance evaluation is 
focused on strategy, management, and implementation layers. Intellectual 
Capital (IC) measurement models are often used in this category of KM 
evaluation. Edvinsson (1997) and Sveiby (1998) present some of the most 
highly acclaimed examples of Intellectual Capital measurement, with the first 
application being performed in a case study at Skandia (a large insurance 
company). Such models are designed to measure human, innovation, process, 
and customer capital, and represent a major step toward providing precisely the 
information that firms and their stakeholders need to foresee the future (Chen 
and Chen 2006). This approach seems quite effective, although it seems 
restricted to the strategic rather than operational view of KM and would 
therefore only be suitable for a subset of KM approaches. It is also likely to 
require a significant amount of time and effort in order to provide significant 
results. The amount of effort could perhaps become more manageable by 
taking a targeted (e.g. focus on knowledge-centric organisational units) rather 
than holistic approach (e.g. review entire organisation) to intellectual capital 
measurement. 
Project-orientated analysis in KM evaluation aims at evaluating the outcomes of 
individual KM. projects seen as a means towards the solution of specific 
business problems. Measurement of the entire organisation's KM performance 
is very difficult from process, leadership, culture or technology perspectives; it is 
obvious that better efficiency and effectiveness in KM performance can be 
reached through a project-orientated approach (Chen and Chen, 2006). Del-
Rey-Chamorro (2003) develops a framework to assess the contribution of KM 
projects within a business against its corporate objectives. The framework uses 
a set of key performance indicators (KPls) that are developed in line with the 
. business strategy. Business processes receive particular attention in Del-Rey-
Chamorro's (2003) framework because they playa key role in developing KPls. 
Del-Rey-Chamorro (2003) explains this by stating: "by knowing the environment 
in which the measurement is taking place, practitioners can develop suitable 
KPls for each specific environment. The measurement of the knowledge 
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captured and located in database for a product development department is not 
comparable to that of a marketing department". Although this approach is 
practical in the sense that it provides relevant measures against specific goals, 
it is worth noting that KPls can be quite laborious to develop and tend to not be 
reusable. 
In the case of goal-oriented KM, it would appear that the project-oriented 
approach from Chen and Chen's (2006) classification of KM evaluation 
perspectives would be the most appropriate model to adopt. However, this 
would be based on the assumption that the goals of KM are only operational 
rather than strategic in nature. As previously argued in section 2.3, goal-
oriented KM can support strategic as well as operational purposes, depending 
on context. Therefore, simply following the project-oriented approach to KM 
evaluation would not be sufficient in all circumstances. After having reviewed 
Chen and Chen's (2006) classification of KM evaluation perspectives, Scarso et 
al. (2008) lead to the conclusion that the "too/box of the KM evaluation methods 
is well equipped" and that the key question seems to be: "how can practitioners 
decide which method is more suitable to their situation?". Indeed this is a very 
important question and will therefore be examined, from a goal-oriented 
perspective, in the following section. 
2.5.2 Goal-oriented KM performance measurement 
Some stUdies argue that knowledge cannot be measured, but that activities or 
outcomes associated with applying knowledge can be measured (Ruggles, 
1998). This way of thinking about KM evaluation seems to be compatible with 
goal-oriented KM thinking. Greiner et al. (2007) use "organisational impact" as a 
method of measuring the performance and sustainability of KM initiatives. The 
key questions that they propose so as to measure KM performance are: 
1.) Was the identified problem resolved by the KM initiative? 
2.) Can the companies report monetary or non-monetary success stories? 
3.) Is the KM system used and can it survive without strong support by 
management? 
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This method seems more compatible with goal-oriented thinking; however, the 
questions seem quite restricted in scope. For example, a KM initiative will not 
necessarily resolve a problem in its entirety, but it can contribute towards the 
solution. In this case, the extent of that contribution is what would need to be 
measured, or at least estimated. Another restriction seems to be the use of 
success stories as a measure of success. Whilst success stories are surely a 
useful tool, they are not the only way of measuring KM success, as described in 
section 2.4.1. Finally, a KM system is likely to always need support from senior 
management because this nurtures and maintains a culture that is KM friendly, 
which is critical to KM success - this will be discussed in more detail in Chapter 
5. If organisational impact were to be used as one of the methods to measure 
goal-oriented KM, the questions to be answered would, most likely, need to be 
less restricted in scope and adapted to the particular context of what is being 
measured. 
Lehner et al. (2008) present a similar, but less restricted, method of measuring 
KM performance to that of Greiner et al. (2007), by using success factor 
analysis. One of the most significant advantages of this approach seems to be 
the multi-dimensionality of the way in which success can be defined. This 
enables a systematic creation of improvement programmes and clearly 
indicates where the highest priorities in the enterprise are. This approach also 
seems quite similar to that of Del-Rey-Chamorro's (2003) framework of KPls 
(previously discussed in section 2.4.1) and therefore demonstrates similar 
advantages (e.g. practical, relevant measures) and disadvantages (e.g. 
laborious process, generally non-reusable measures). The issue of non-
reusable measures could perhaps be partially addressed by attempting to 
develop measures that are in part context-specific and in part generic, or at 
least applicable in more than one situation. 
From the review of the various KM evaluation perspectives, approaches and 
frameworks, it has become apparent that there is not a clear choice or "single 
winner" in the competition to define a standard model for KM evaluation. 
However, the urgency for a standard model is questionable. Scarso et al. (2008) 
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state that a clear "one best approach" has not emerged yet. The implementation 
of KM systems strongly depends on the specific organisational context of 
application, which makes it even harder to adopt standard measures. Several 
methods can thus be used - and need to be used - even in the same 
organisation. Scarso et al. (2008) predict that organisations, aware of the 
difficulty to measure KM in a standard way, are likely to adopt a "pragmatic" 
approach, based on experience, where mixed approaches are used as a way of 
taking into account their own goals and particular context. They characterise 
this approach as sensible but also warn that there are some disadvantages. For 
example, the integration of different sources of data in a consistent way could 
be quite a difficult exercise. Nevertheless, this could be identified as a fair 
"trade-off' between relevance of metrics and the effort needed to measure 
them. Another problem that Scarso et al. (2008) present with the pragmatic 
approach is that it may lead to a highly heterogeneous environment where any 
company can adopt somewhat idiosyncratic and "local" approaches, which can 
hinder the development of common KM practices. However, for KM in practice, 
organisations are more likely to be interested in a KM evaluation framework that 
yields significant results for them, and less likely to be concerned with whether 
the framework is commonly used or ad hoc. Still, it is nevertheless important to 
recognise that a common framework for KM evaluation seems to be pursued by 
many authors in the KM field and is likely to continue that way. For example, 
Lehner et al. (2008) state that there are still significant areas of academic 
research to be covered in this area and that not only is the base for definition of 
success in the context of KM in need of additional work, more work is now 
necessary in the refinement of the assessment instrument - from a first 
prototype to an empirically validated measurement instrument. 
2.5.3 Conclusion on KM performance evaluation 
Goal-oriented thinking in KM seems more aligned with the "pragmatic" approach 
to performance evaluation and the intention is to develop a KM methodology 
that is applicable in industry. where organisations tend to require practical 
solutions. It was therefore concluded that the development of a common 
measurement tool for KM evaluation would be out of scope for the purpose of 
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this thesis. This, however, is not meant to devalue the efforts of the many 
authors who seem to be pursuing this goal. It is simply a question of 
compatibility with goal-oriented thinking as well as recognition of logical limits 
for the scope of the thesis. Therefore, this thesis will aim to demonstrate KM 
evaluation via a pragmatic mix of approaches, depending on the particular 
context and goals of each organisation studied. 
2.6 Discussion 
The KM field has demonstrated a fragmented image where no commonly 
accepted framework or methodology exists. However, this is not necessarily a 
problem. It may simply mean that the focus of KM research should shift from 
attempting to provide a generic KM solution to pursuing a more adaptive, goal-
oriented KM approach. The variety of motivations for applying KM, as previously 
discussed in section 2.2.1, are a testament to the need for a more goal-oriented 
approach. Organisations' different cultures and different business goals make it 
impossible that one KM system or tool would suit every organisation and 
developing methods and strategies for implementing KM needs the integration 
of several issues such as people, culture, and technology (AI-Ghassani et al. 
2004, cited in Bishop et al. 2008). 
There are a large number of success factors and barriers to effective KM. 
These are discussed in detail in Chapter 5. However, it i.s worth mentioning at 
this point that one of the most important barriers that seems to be emerging 
from the literature is a lack of strategic alignment of KM with business objectives 
(Shaw et al. 2007; Chinowsky and Carrillo 2007, cited in Fuller et al. 2008; Ray 
2008). Each organisation has its mission, and the achievement of organisational 
objectives requires the assistance from different domains of knowledge (Chang 
et aI., 2008). For a KM initiative to be effective, it must fit into the organisation's 
missions and objectives. Also, it is equally important to set a priority for these 
objectives rNoods and Sheina 1999, cited in Chang et al. 2008). 
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The lack of strategic alignment of KM with business objectives often results in a 
lack of project funding for KM initiatives. This lack of funding has also been 
identified as a significant barrier to successful KM implementation (e.g. Carrillo 
et al. 2004, cited in Fuller et al. 2008; Ray 2008). Many authors (e.g. Wong, 
2005; Shaw et aI., 2007; Bishop et aI., 2008; Chang et aI., 2008; Ray, 2008;) 
, 
highlight the importance of gaining support for a KM initiative from senior 
management. This can often be quite a challenging task. A goal-oriented 
approach that is aligned to business objectives is considered to be more likely 
to gain support from "sceptical" senior management and therefore also receive 
the necessary project funding. 
As discussed in section 2.3, KM does not always have to be applied to the 
entire organisation. There are often problems, goals, challenges that need to be 
addressed in different ways at a localised level. An adaptive, goal-oriented 
approach is more likely to be able to satisfy such KM requirements, rather than 
a generic company-wide KM strategy. Also, as discussed in section 2.4, existing 
KM performance frameworks tend to be complex and difficult to apply in 
practice. Therefore, there is a strong case for following a more pragmatic 
approach to measuring the performance of KM. A goal-oriented KM approach 
provides the necessary focus to identify and measure a variety of success 
criteria according to the particular goals thEt are being pursued. 
2.7 Summary and conclusion 
This chapter introduced the fundamentals of KM, provided a definition of KM for 
this research and highlighted the fragmentation in the KM field by contrasting 
the views of both supporters as well as critics of the KM discipline. In addition, 
KM strategies and approaches were compared and the relationship between 
technology and KM was also discussed. The focus then moved onto 
investigating KM frameworks and methodologies, including agreements and 
disagreements about their elements, structure, terminology and emphasis (e.g. 
people, process and technology). The evolution of goal-oriented thinking in KM 
was then analysed, followed by a comparison of setting strategic versus 
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operational goals for KM. The challenge of how to evaluate KM performance 
was also discussed, along with a review of various evaluation perspectives as 
well as specific evaluation methods for a goal-oriented KM approach. Finally, 
the need for a goal-oriented approach to KM was discussed, along with the 
expected benefits, such as improved strategic alignment and higher probability 
of gaining senior management support and sponsorship. 
The key conclusions of this chapter can be summarised as: 
• A combination of various KM strategies, depending on the context and 
objectives of a KM initiative, seems like an approach that has a lot of potential 
to be fruitful 
• KM does not need to have an exclusively strategic or exclusively operational 
orientation. The goals to be supported by KM can be either strategic or 
operational or both. Therefore, a truly holistic goal-oriented approach would 
need to be able to support an organisation in all conditions and for goals of 
variable size and scope. 
• Goal-oriented thinking in KM seems more aligned with the "pragmatic" 
approach to performance evaluation and, hence, this research will aim to 
demonstrate KM evaluation via a pragmatic mix of approaches, depending on 
the particular context and goals of each organisation studied. 
Although there are some studies that demonstrate elements of a goal-oriented 
approach (e.g. Dataware Technologies Inc., 1998, cited in Rubenstein-Montano 
et al. 2001; Robinson et ai, 2004; Call, 2005; Chang et aI., 2008; Bishop et aI., 
2008), these appear to be either theoretical in nature or applied but only in a 
limited scope. Therefore, there is still plenty of scope for developing and 
applying a goal-oriented KM approach with pragmatic metrics via case studies 
in industry and contributing to the development of goal-oriented KM theory. This 
has prompted the review and update of the research objectives in the following 
section. 
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2.7.1 Research objectives revisited 
Following up from the literature review and the relevant conclusions, as 
described above, the research aim and objectives have been updated as 
follows (amendments appear in bold font): 
The aim of this research is to design and evaluate a pragmatic methodology 
that employs the most appropriate KM methods in order to address specific 
organisational goals or problems. 
The following updated objectives will need to be met in order to achieve the aim: 
1. Review and analyse published academic literature and industry-based case 
studies in order to: 
1.1 Understand existing KM approaches (Chapter 2) 
1.2 Identify key success factors and barriers for effective KM implementations 
(Chapter 5) 
1.3 Choose the most appropriate research methodology that needs to be applied in 
order to satisfy the research aim (Chapter 3) 
2. Conduct a pilot study into managing knowledge in industry (Chapter 4) 
3. Design a goal-oriented KM methodology, based on analysis of KM methods 
from the literature review as well as lessons learnt from the pilot study 
(Chapter 5) 
4. Implement the goal-oriented KM methodology in industry and evaluate its 
ability to address specific organisational problems with pragmatic metrics 
(Chapter 6) 
5. Refine the goal-oriented KM methodology, based on lessons learnt from 
implementing in industry (Chapter 6) 
6. Implement the refined goal-oriented KM methodology in other industry 
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settings in order to test its applicability and scalability in a wider business 
context (Chapter 7 and Chapter 8) 
7. Evaluate the overall effectiveness of the goal-oriented KM methodology and 
provide recommendations for future research direction (Chapter 9 and 
Chapter 10) 
This chapter completes Objective 1.1 (understand existing KM approaches), 
while also laying some of the foundations for the achievement of Objective 1.2 
(identify key success factors and barriers for effective KM implementations). In 
addition, this chapter also provides some of the groundwork for the 
achievement of Objective 3 (design a goal-oriented KM methodology, based on 
analysis of KM methods from the literature review .. . ). Both Objective 1.2 and 
Objective 3 are fully addressed in Chapter 5. Finally, this chapter has also made 
a contribution towards the achievement of Objective 4 ( ... and evaluate its 
ability to address specific organisational problems with pragmatic metrics) , 
which is further addressed in Chapter 6. The following chapter focuses 
specifically on addressing Objective 1.3 (choose the most appropriate research 
methodology that needs to be applied in orderto satisfy the research aim). 
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Chapter 3: Research Methodology 
"If polities is the art of the possible, research is surely the art of the 
soluble. Both are immensely practical-minded affairs. " 
*** Sir Peter Medawar * •• 
3.1 Introduction 
A variety of research approaches are discussed in this chapter, in order to 
identify those that will be most suitable to employ for the proposed research. 
The research methods that have been chosen for this thesis are highlighted in 
Figure 3.1 and take into consideration the research objectives as well as the 
particular environment (industry) and circumstances in which the research is to 
be carried out. In 2000, Moore provides a guiding principle by stating that it is 
vital that the research design be kept simple and clear with methods selected 
that are most likely to achieve the objectives of the research. The mind map in 
Figure 3.1 is a fusion and adaptation of classifications of research 
methodologies (e.g. Firestone, 1987; Strauss and Corbin, 1990; Galliers, 1992; 
Alavi, 1994; Yin, 1994; Cornford and Smithson, 1996; Myers, 1997; Klein and 
Myers, 1999; Healy and Perry, 2000; Jarvinen, 2001; Sekaran, 2003) and each 
dimension is explained in one of the following sections. The literature review 
also provided some guidance on the research methods most commonly used in 
previous studies that aimed to develop goal-oriented KM frameworks and 
methodologies (e.g. Rubenstein-Montano et aI., 2001; Robinson et aI., 2004; 
Call, 2005; Bishop et aI., 2008; Chang et aI., 2008). Many of these studies start 
with a literature review of existing KM methodologies and analyse critical 
success factors of KM, based on previous KM implementations. In addition, the 
majority of these studies demonstrate the use of action research and qualitative 
analysis (e.g. case studies, interviews, workshops and surveys) as their primary 
research methods. These methods, among others, are discussed in the 
following sections and their suitability for this research is examined. 
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3.2 Purpose of research 
According to the particular purpose of carrying out a piece of research, it can be 
classified as either Applied or Fundamental (Sekaran, 2003). Applied research 
is undertaken to address a specific problem whereas fundamental research is 
carried out with the purpose of enriching an academic body of knowledge. Both 
of these types are relevant to the context of this research because the applied 
aspect will aim to deal with specific problems in industry, while the anticipated 
impact of the findings would also give a fundamental aspect on a wider scale. 
3.3 Research philosophy 
A research philosophy is a belief about the way in which data about a 
phenomenon should be gathered, analysed and used. The term "epistemology" 
(what is known to be true) as opposed to "doxology" (what is believed to be 
true) encompasses the various philosophies of research approach. The 
purpose of science, then, is the process of transforming things believed into 
things known: "doxa" to "episteme" (Jackson, 2001). The three most widely 
discussed and accepted philosophical approaches for research are Positivist, 
Interpretivist and Critical (Orlikowski and Baroudi, 1991; Wood-Harper, 1992; 
Myers, 1997; Klein and Myers, 1999; Shah, 2005; Wapakabulo-Thomas, 2006). 
However, there are quite a few authors that also highlight a fourth philosophical 
approach, namely Social Constructivist (e.g. Stringer, 1996; Healy and Perry, 
2000; Makopoulou, 2008). All of these approaches will be discussed in the 
following sections. 
3.3.1 Positivist (a.k.a. scientific) 
The fundamental premise of the Positivist approach seems to be that observing 
or experiencing events in the real world can produce knowledge that is objective 
and unaffected by the passage of time. According to Popper (1959), all 
observations are measurable and repeatable and the correct analysis will lead 
to the "single truth". The pure Positivist approach is often preferred in "hard" 
sciences (e.g. mathematics, physics and engineering) and has been endorsed 
by many leading scholars in ancient and modern times. 
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Hirschheim (1985, cited in De Chazal 2003) highlights the debate on the 
suitability of the Positivist approach to social sciences, while Remenyi and 
Williams (1996) demonstrate the increasing demand for a more pluralistic 
approach. 
The Positivist philosophy has not been identified as suitable for this research 
because there will be a large focus on the social science perspective of KM in 
industry. 
Themistocleous (2002, cited in Wapakabulo-Thomas 2006) explains that the 
Positivist approach assumes that knowledge consists of facts that are 
independent. However, the literature highlights a wide variety of complex and 
interrelated organisational, cultural, social, political and technical factors that will 
surely affect any facts that can be discovered about KM during research. This 
provides further evidence of the unsuitability of the Positivist approach for this 
thesis. 
Finally, the Positivist approach relies on large amounts of quantitative data 
whereas this study will primarily use qualitative data as the basis for analYSis. 
The rationale behind this choice is explained in sections 3.4.2 and 3.4.3. 
3.3.2 Critical theorist 
According to Jackson (2001), the Critical research approach views reality in 
terms of its historical influences and the affects of power relationships. Such 
research aims to provide a social critique, surfacing restricting and alienating 
conditions in a particular situation throug h a focus on opposites, conflicts and 
contradictions. Makopoulou (2008) explains that Critical theory assumes the 
existence of multiple realities that are situated in historical, social, and cultural 
structures. The researcher holds the role of emancipator in employing the 
research process as a vehicle to elicit, liberate and transform research 
participants from their historical, cultural and social constraints, injustices or 
misunderstandings (Guba and Lincoln, 1994). In Critical thinking, the 
assumption is that people can consciously act to change their social conditions 
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and realize their potential (Alvesson and Wilmott, 1992; Klein and Myers, 1999). 
The research process itself is subject to political, ethical and ideological 
influences and needs to be read within the societal organisational climate in 
which it is carried out. The research methods used within a Critical approach 
should be selected with an awareness of their social consequences to maximize 
the potential of all those involved (Jackson, 1990). 
The Critical research approach has not been deemed appropriate for this thesis 
because it seems to focus on wider social impact whereas the primary purpose 
of this research is to focus on specific organisational settings and the actions 
and experiences of participants of this study. 
3.3.3 Social constructivist 
According to Makopoulou (2008), Social Constructivism is a theoretical 
framework that assumes multiple socially constructed realities - i.e. that 
individuals and groups are deeply involved in constructing the social reality of 
which they are a part. Therefore, Social Constructivism holds that there is no 
one single reality; instead there are multiple truths that are situated in specific 
contexts and particular belief systems (Healy and Perry, 2000). Stringer (1996) 
explains that the aim of the Constructivist researcher is not to establish the 
'truth' or to describe what 'really' is happening, but to reveal the different truths 
and realities held by different individuals and groups. In other words, Social 
Constructivism aims to construct an in-depth understanding of individual 
perceptions in interaction with the research participants (Makopoulou, 2008). 
It could be argued that the Social Constructivist approach could offer a suitable 
framework for this research, due to the multiple socially constructed realities 
that exist in an industry environment. However, the Interpretivist approach 
seems more suitable for this research for reasons that will be explained in the 
following section. 
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3.3.4 Interpretivist (a.k.a. anti-Positivist) 
Interpretivists contend that only through the subjective interpretation of and 
intervention in reality can reality be fully understood. Key to the Interpretivist 
philosophy is the study of phenomena in their natural environment together with 
the acknowledgement that scientists cannot avoid affecting those phenomena. 
They admit that there may be many interpretations of reality, but maintain that 
these interpretations are in themselves a part of the scientific knowledge they 
are pursuing (Jackson, 2001). In Interpretivism, researchers tend to allow 
concepts (constructs) to emerge from field data rather than entering the field 
with pre-conceived theories (Galliers, 1992; Miles and Huberman, 1994; 
Wapakabulo-Thomas, 2006). 
Pure Interpretivists also tend to strongly oppose the Positivist approach and 
therefore are also known as "anti-Positivists". In 1979, Burrell and Morgan 
define anti-Positivists as a group of thinkers that refute some or all of the basic 
tenets of Positivist thought. De Chazal (2003) cites Kant (1781) and Hegel 
(1821) to explain that the notion of anti-positivism seems to originate from the 
hypothesis that it is impossible to know anything a priori about the world, as it is 
not independent of our cognitive apparatus. Our perception of an event, known 
as phenomenon, is separated from the event itself, known as noumenon. The 
recording of an event is a phenomenological act and therefore biased in the 
existence of the observer. 
In 1999, Irani et al. explain that the Positivist approach dictates that the 
researcher takes the role of an observer, whilst the Interpretivist approach 
dictates that the researcher gains knowledge by participating in the subject of 
the empirical study. 
The Interpretivist approach has been identified as the most appropriate 
philosophy to subscribe to for the purpose of this research. This choice is based 
on the fundamental premise that this research aims to create a KM· 
methodology by developing and testing in "real world" industry settings, 
influencing those settings and observing the impact of that influence. 
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3.4 Research approach 
There is a wide variety of research approaches in the literature that could be 
used as a framework to carry out the research for this thesis. The following list 
has been adapted from Myers (1997) and Wapakabulo-Thomas (2006): 
• Focusing on developing frameworks or refining concepts (Constructive) 
versus focusing on the discovery of general laws (Nomothetic) versus focusing 
on the uniqueness of each situation (Idiographic) 
• Qualitative versus Quantitative 
• Objective versus Subjective 
• Taking an Outsider versus an Insider perspective 
• Aimed at prediction and control versus aimed at explanation and 
understanding. 
The first two distinctions seem to be more commonly found in the literature and 
also seem to be interrelated. Therefore the focus of the rest of this section will 
be on these distinctions. The chosen research approach is demonstrated in 
Figure 3.2 and will be explained in the following sections. 
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3.4.1 Constructive versus Nomothetic versus Idiographic 
Based on definitions provided by Burrell and Morgan (1979), livari (1991) and 
Cornford and Smithson (1996) research approaches can be defined as: 
• Constructive research, which is concerned with developing frameworks, 
refining concepts or pursuing technical developments. The approach allows 
models and frameworks to be created that do not describe any existing reality or 
do not necessarily have any "physical" realisation. 
• Nomothetic research, which is concerned with exploring empirical data in 
order to test hypotheses of a general character about phenomena studied. 
Nomothetic research is concerned with a search for, and evidence to support, 
general laws or theories that will cover a whole class of cases. Such research 
emphasises systematic protocols and hypothesis testing within the scientific 
tradition. 
• Idiographic research, which is concerned with exploring particular cases or 
events and providing the richest picture of what transpires. The aim is to 
understand a phenomenon in its own, particular, context - the essence of the 
Interpretivist approach. Idiographic research emphasizes the analysis of 
subjective accounts based on participation or close association with everyday 
events. 
The Constructive approach does not seem like the appropriate choice for this 
thesis because the research is to be carried out in "real world" industry settings, 
as opposed to an "artificial" environment that would be created by the 
researcher. 
The Nomothetic approach also does not seem like the appropriate choice 
because the creation of a rigid KM methodology would have to be so generic 
that it would be less likely to add value to the organisation applying it, as each 
organisation operates within its own particular circumstances. The Nomothetic 
approach could also be characterised as belonging to the Positivist philosophy. 
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Therefore the choice of this approach would be inconsistent with the decision to 
adopt the Interpretivist philosophy. 
The Idiographic approach has been identified as the most appropriate option for 
this thesis because it is highly focused on participation. The amount of 
"subjectivity" that is present in this approach can, to a reasonable extent, be 
justified by the adoption of the Interpretivist philosophy. In addition, Cornford 
and Smithson (1996) explain that the Idiographic approach is the most suitable 
framework when planning to make extensive use of case studies, due to their 
non-restrictive variable approach. 
3.4.2 Quantitative versus Qualitative 
Quantitative research methods were originally developed in the natural sciences 
to study natural phenomena and qualitative research was developed in the 
social sciences to enable researchers to study social and cultural phenomena 
(Myers, 1997). 
Quantitative research collects data that can be 'quantified' and measured 
precisely without being refuted. Such data allows hypotheses to be tested 
following the application of statistical techniques (Burgess, 2006). Qualitative 
data provides a richer more meaningful picture to the reader than pages of 
summarised numbers and can be described as a source of well-grounded, rich 
descriptions and explanations of processes in identifiable local contexts (Miles 
and Huberman, 1994; Burgess, 2006). Where measurement is sought then a 
quantitative approach is required; where rich and personal data are sought, then 
a word-based, qualitative approach might be more suitable (Cohen et al. 2007, 
cited in Makopoulou 2008). 
On the one hand, quantitative studies "persuade" the reader through de-
emphasising individual judgement and stressing the use of established. 
procedures, leading to more precise and "generalisable" results. On the other 
hand, qualitative research persuades through rich depiction and strategic 
comparison across cases, thereby overcoming the 'abstraction inherent in 
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quantitative studies (Firestone 1987). Qualitative research is associated more 
with the Interpretive rather than the Positivist perspective and involves the use 
of methods such as interviews and participant observation to understand and 
explain phenomena (Burgess, 2006). 
3.4.3 Combining Idiographic with Qualitative research 
As previously mentioned in section 3.4.1, the Idiographic research approach 
has been identified as the most suitable to adopt in order to carry out the 
research for this thesis. However, it is also important to recognise that the 
distinction between quantitative and qualitative data analysis is of equal 
importance and not mutually exclusive with the distinction of the Constructive I 
Nomothetic I Idiographic approaches. In fact, these two distinctions could be 
combined. 
It would appear that Constructive and Nomothetic approaches would be well 
supported by quantitative data analysis whilst the Idiographic approach is more 
likely to work effectively with qualitative data analysis. It is the latter combination 
that is proposed to be used for this thesis, as demonstrated in Figure 3.2. 
3.5 Research strategy 
Numerous publications were found in the literature that focus on approaches to 
research strategy, for example livari (1991), Galliers (1992), Alavi (1994), Yin 
(1994), Cavaye (1996), Remenyi and Williams (1996) and Jarvinen (2001). 
Yin's (1994) classification of research strategies for empirical studies seems to 
have been widely adopted in the past. However, Jarvinen (2001) finds Yin's 
approach somewhat limited, especially when compared to livari's (1991) 
classification of research strategies. Therefore, Jarvinen (2001) proceeds to 
propose a hierarchy of research strategy groups, based on particular classifying 
principles, as demonstrated in Figure 3.3. 
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Figure 3.3: Chosen research strategy (in bold font) 
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The following definitions of research strategies have been adapted from 
J1irvinen (2001) and De Chazal (2003): 
• Mathematical research strategies attempt to prove or disprove a theorem, 
lemma or assertion. 
• Conceptual analytical strategies analyse theories, models and frameworks 
that have been used previously in other empirical studies, study their underlying 
assumptions and then attempt to produce results that can be generalised. 
• Theory testing attempts to test theories via such methods as laboratory 
experiments, field studies and some types of case studies. 
• Theory creating appears to encompass all other strategies, e.g. standard 
case studies, grounded theory, contextualism, participant observation, action 
research, ethnographic methods, etc. 
KM is not a mathematical concept and therefore the mathematical strategy is 
not relevant for this thesis. Conceptual analytical strategy is only partially 
relevant because, despite studying previous KM models in the literature, the 
focus will be on specific case studies in unique organisational settings. Theory 
testing could also be partially relevant due to the use of case studies and field 
testing, however the theory creating strategy seems more appropriate for this 
thesis because the primary research aim is to develop and evaluate an original 
methodology for KM. 
3.6 Chosen research methodology 
This chapter has demonstrated, so far, that the purpose of the research is both 
Applied and Fundamental, the chosen research philosophy is Interpretivist, the 
chosen research approach is Idiographic with qualitative data analysis and the 
chosen research strategy is Theory-creating empirical study. This combination 
of choices has led to contextualism and grounded theory as the key theoretical 
basis and action research and case studies as the key research tools. These 
choices have been demonstrated in Figure 3.1 and are discussed further in the 
following sections. 
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3.6.1 Contextualism 
Jarvinen (2001) defines the basic principles of contextualism as: 
1. The mutual nature of inquiry 
2. The balance between the researcher's involvement and distance 
3. The notion that knowledge is created through a process of making rather than 
discovered through a process of knowing 
4. The importance of the situational and multifaceted character of meanings in 
research settings 
5. The holistic study of emergent processes in particular and changing contexts. 
Earlier work by Schon (1983) highlights that practitioners demonstrate variation 
as well as constancy in their working patterns. Schon defines the constants as: 
1. The media, languages and frameworks that the practitioners use to describe 
reality and conduct experiments 
2. The appreciative systems they bring to the problem definition, to inquiry 
development and evaluation, and reflective conversation 
3. The overarching theories by which they make sense of phenomena 
4. The role frames within which they set their tasks and define boundaries. 
It appears that there is a parallel between Schon's (1983) identification of the 
constants of practitioner research and Jarvinen's (2001) definition of 
contextualism. Indeed, Pettigrew (1985) defines the parallel between Schon's 
(1983) work and contextualism as the "situational nature of the inquiry". 
Pettigrew then continues to highlight the importance of understanding the 
emergent and situational features of a system within context and advises 
contextualist researchers to place themselves in a position where they can use 
a variety of data gathering techniques and act as consultants to the 
organisations being studied. The research for this thesis will be carried out in 
industry, with a significant focus on the particular context for applying KM in 
each case. Therefore the Contextualist approach seems like a suitable 
theoretical basis to adopt, along with grounded theory, which is discussed in the 
following section. 
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3.6.2 Grounded theory 
Grounded theory is widely attributed to the pioneering work of Glaser and 
Strauss (1967), who argue that theories should be 'grounded' in an empirical 
reality, providing an iterative loop for theory, checking and refinement 
(Denscombe, 2002). Grounded theory could be described as a pragmatic 
approach to the analysis of qualitative data that aims to discover theory from 
data that can explain and understand the data (Pidgeon and Henwood 2004, 
cited in Makopoulou 2008). 
In 1967, Glaser and Strauss highlight that grounded theory is based on the 
assumption, which is parallel to that made in contextualism, that research is 
carried out in variable settings and by researchers who apply their personal and 
professional qualities. Therefore, it would not be realistic to try and enforce a 
"standard" set of methodologies in every study. It is with this in mind that Glaser 
and Strauss also state that their intention is to present guidelines rather than an 
inflexible methodology that is to be strictly followed. Layder (1993) states that it 
is the flexibility of interpretation of ideas across a broad range of research 
approaches that yields the significant impact of grounded theory. 
Strauss (1987) highlights that the analysis of qualitative data should be geared 
towards the generation of new concepts and theories. Denscombe (2002) 
agrees with Strauss and highlights that a researcher employing grounded 
theory should not set out to test a theory, but should instead approach the 
situation without a rigid set of ideas that shape what he or she focuses on 
during the investigation. Strauss (1987) describes this approach as "a voyage of 
discovery". Given the fact that no assumptions are made, the selection of 
people, instances, and tools to be used will reflect the developing nature of the 
research and cannot be predicted at the start. The "voyage of discovery" will 
force the researcher to iteratively create, implement, and analyse new angles of 
investigation and enquiry. The lack of assumptions makes defining sample 
sizes somewhat difficult (De Chazal, 2003). Strauss (1987) deals with the 
problem of defining appropriate sample sizes with by developing the concept of 
"theoretical saturation". Essentially, this concept could be explained as the 
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researcher continuing to sample and analyse until reaching the point where 
analysis no longer contributes to further understanding of a phenomenon or 
situation. 
Grounded theory usually involves a methodical approach to analysis of data, 
e.g. coding, memo writing, constant comparison, conceptual categories and 
theory building. Although the process of data analysis is frequently described in 
a linear fashion in order to facilitate understanding, in reality, researchers must 
move backwards and forward in these different steps in order to compare and 
contrast their interpretations of the data and gradually build, rework or refine the 
'workable' theory (Glaser and Strauss, 1967). 
Grounded theory seems like a very suitable approach to be adopted for this 
research, especially due to the dynamic and unpredictable nature of the various 
organisational settings in which the research is to take place. This is a choice 
that is consciously made, despite the fact that grounded theory has received 
some negative criticism. For example, Denscombe (2002) argues that grounded 
theory has been devalued because many researchers use it to justify their 
research methods without paying enough attention to the original ideas of 
Glaser and Strauss. Despite this criticism, the grounded theory approach is still 
considered very suitable in its original form. It is also worth mentioning that 
theoretical saturation is not expected to be achieved in this thesis, due to the 
unrealistic number of case studies that would need to be performed in a 
relatively short timeframe. Nevertheless, all efforts will be made to get as close 
as possible to theoretical saturation, within the time constraints of this research, 
before making recommendations for future research to complete the process as 
appropriate. 
3.6.3 Action research 
Rapoport (1970) defines Action Research as the method which aims to 
contribute both to the practical concerns of people in an immediate problematic 
situation and to goals of social science by joint collaboration within a mutually 
acceptable ethical framework. Jackson (2001) provides a similar definition by 
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describing Action Research as a form of applied research where the researcher 
attempts to develop results or a solution that is of practical value to the people 
with whom the researcher is working, at the same time developing theoretical 
knowledge. Through direct intervention in problems, the researcher aims to 
create practical outcomes while also aiming to inform existing theory in the 
domain studied. 
Denscombe (2002) provides four defining characteristics of Action Research: 
• Practical - aimed at dealing with real-world problems and issues, typically in 
work and organisational settings 
• Change - Change is regarded as an integral part of the research, providing 
both a way of dealing with practical problems, and as a means of discovering 
more about an event. 
• Cyclical process - the research involves a feedback loop to itself, in which 
initial findings generate possibilities for future investigation 
• Participation - practitioners are crucial to the research program, and their 
participation is active not passive. 
Action Research does not specify constraints by which data should be 
gathered, nor does it specify the analysis to be performed. Indeed, it seems to 
borrow from grounded theory a kind of pragmatism in approach, allowing a wide 
variety of different data and analyses to be performed (Susman and Evered,' 
1978; Denscombe, 2002). 
Action Research is often considered as identical to Practitioner Research. This 
seems to be a mistaken belief because there are indeed some differences. In 
1994, Edwards and Talbot argue that practitioner research can only be defined 
as action research when the professional conducting the research engages in 
frequent reviews and self-reflection on aspects of their own practice as they 
engage in that practice. 
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Boutilier et al. (1997) argue that Action Research differs from many other 
approaches because the researcher is considered to be the primary agent for 
change, often in partnership with others. Kemmis and McTaggart (1988, cited in 
De Chazal 2003) state that all actors involved in the research process are equal 
participants and must be involved at every stage of the research. Elliot (1991) 
disagrees and argues that there are cases where the responsibility for a 
successful outcome lies solely with the action researcher. Most action research 
lies somewhere between these two extremes (Denscombe, 2002). 
Three cumulative levels of action research have been identified by Zuber-
Skerritt (1996): 
1. Technical: participants depend on the researcher as the key facilitator and 
the aim is to improve effectiveness of managerial practice 
2. Practical: in addition to the characteristics of technical action research, aims 
to expand participants' knowledge and foster professional development 
3. Emancipating: as practical, but also aims to achieve organisational 
transformation and improvement by expanding existing boundaries of 
performance. 
The advantages and disadvantages of Action Research could be summarised 
as follows (adapted from Jackson, 2001, Denscombe, 2002 and De Chazal, 
2003): 
Advantages of action research 
• Addresses practical problems 
• Instigates positive change 
• Gives personal benefits for the practitioner - professional development 
• Gives benefits for the organisation through a continuous cycle of 
development and change via on-site research 
• Involves participation in research from many actors 
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Disadvantages of action research 
• The practitioner and organisational environment can limit the scope and 
potential scalability of the research 
• The integration of research with practice limits feasibility of exercising 
controls over factors of relevance to the research 
• The nature of the research is constrained by what is permissible and ethical 
within the workplace setting 
• Ownership of the research process becomes contestable within the 
framework of the partnership 
• The personal ethics of the researcher are critical, since the opportunity for 
direct intervention is ever present. 
The advantages of Action Research seem to outweigh the disadvantages to a 
reasonable degree. Action Research, and more specifically the Emancipating 
type, has been identified as a very suitable method for this thesis due to the fact 
that the participating organisation will most likely expect to see real changes 
and benefits delivered as a result of their participation in the study. In addition, it 
has been stated in section 3.1 that the purpose of this research is both 
Fundamental and Applied, so Action Research is expected to make a significant 
contribution towards the latter. 
3.6.4 Case studies 
Case studies involve an attempt to describe relationships that exist in reality, 
very often in a single organisation. Case studies may be Positivist or 
Interpretivist in nature, depending on the approach of the researcher, the data 
collected and the analytical techniques employed (Jackson, 2001). It has been 
argued that case studies, as a methodological tool, offer the potential of gaining 
access to deeper insights about contexts, situations and experiences 
(Eisenhardt, 1989; Sturman, 1999). 
There are numerous definitions of case studies available in the literature (e.g. 
Stone, 1978; Benbasat, 1984; Bonoma, 1985; Benbasat et al. 1987; Yin, 1994). 
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Jackson (2001) proposes a working definition, compiled from the 
aforementioned sources as well as other frequently cited sources: 
"A case study examines a phenomenon in its natural setting, employing multiple 
methods of data collection to gather information from one or a few entities 
(people, groups or organisations). The boundaries of the phenomenon are not 
clearly evident at the outset of the research and no experimental control or 
manipulation is used." 
As indicated in the definition above, case studies require multiple data collection 
methods in order to cross-reference the results and establish theory that is 
more likely to be valid. Yin (1994) identifies these methods as including: 
• Direct observation of activities and phenomena and their environment 
• Indirect observation or measurement of process-related phenomena 
• Interviews -(structured or unstructured) 
• Documentation, such as written, printed or electronic information about the 
company and its operations 
• Records and charts about previous use of technology relevant to the case. 
According to Makopoulou (2008), the crucial question in case study research 
that may seem trivial at first glance is: ''what is the case"? According to Yin 
(1994), the "case" can be virtually anything; it can be an individual person, or a 
group of individuals, it can be a school or an organisation; it can be a 
programme, an innovation, an event, a concept, a general phenomenon, or a 
happening. Despite this apparent simplicity, there is still much controversy 
about what, precisely, a case study is, and what features are within or outside 
the boundaries of any specific case (Lincoln and Guba, 1985; Sturman, 1999; 
Stake, 2005). What seems to be undisputed is that each researcher must 
establish and clarify what is to be studied (Makopoulou, 2008). In the present 
study, the "case" is at the organisational level with the development and 
evaluation of an original KM methodology. 
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According to Benbasat et al. (1987), case studies are a viable option for three 
main reasons: 
• It is necessary to study the phenomenon in its natural setting 
• The researcher can ask "how" and "why" questions, so as to understand the 
nature and complexity of the processes taking place 
• Research is being conducted in an area where few, if any, previous studies 
have been undertaken. 
The main advantages and disadvantages of case studies can be summarised 
as follows (compiled and adapted from Galliers, 1992, Cornford and Smithson, 
1996, Jackson, 2001 and Burgess, 2006): 
Advantages of case studies 
• Reality is captured in considerably greater detail than other approaches 
• A higher-than-average number of variables is available for analysis 
• The researcher is empowered to collect rich data by a number of means. 
Disadvantages of case studies 
• It is difficult to make generalisations or draw meaningful conclusions from a 
single case study 
• Researchers may have different interpretations of the same data, thus 
adding the risk of bias. 
There are numerous classifications of case studies in the literature, depending 
on the purpose of the research. Eisenhardt (1989) argued that case studies 
could be used to accomplish various aims: to provide description, test theory or 
generate theory. One of the most cited classifications is provided by Yin (1993, 
cited in Makopoulou 2008): 
• Exploratory case studies aim at defining the questions and hypotheses of a 
subsequent study 
• Descriptive case studies present a complete description of a phenomenon 
within its context 
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• Explanatory case studies present data bearing on cause-effect relationships-
explaining which causes produced which effects. 
Another popular classification seem to be that provided by Stake (2005): 
• Intrinsic case studies are employed when the researcher has an inherent, 
intrinsic interest in, and seeks a better understanding of, a particular or unique 
'case' 
• Instrumental case studies are those where a case is examined with the aim 
of providing insights into something else; i.e. the phenomenon under 
investigation. In this type of research, although the case itself is of secondary 
interest, "it is examined in depth, its context are scrutinized, and its ordinary 
activities are detailed to help the researcher to pursue the external interest" 
• Multiple or Collective case studies are instrumental studies extended to 
several cases. The researcher studies a number of cases in order to learn from 
these cases about a phenomenon, population or general condition. 
It is worth noting that Stake saw these th ree categories as heuristic more th an 
determinative since, as he argued, not all case stUdies can fit neatly into them 
(Makopoulou, 2008). 
A key feature of the design of case study research is the number of case 
studies that can be included in a project. Generally speaking it is better, i.e. 
more valid and "generalisable", to include multiple cases, though there are 
instances where a single case is instructive (Lee, 1989; Jackson, 2001). 
Exploratory studies are generally better served by single cases, i.e. where there 
is no previous theory. A single case can also be used to test an existing, well-
formed theory. Multiple cases are preferable when the purpose of the research 
is to describe phenomena, and to develop and test theories. Multiple cases also 
permit cross-case analysis, a necessary feature for widespread generalisation 
of theories (Jackson, 2001). 
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Jackson (2001) and De Chazal (2003) highlight that when deciding whether to 
use the case study approach or not, there are a number of factors to consider. If 
there is a need to focus on contemporary events or phenomena in a natural 
setting, clearly the case study is advantageous. The same is also true if there is 
no strong theoretical base for the research, i.e. if it is a theory building research 
project. A rich and natural setting can be fertile ground for generating theories 
(Benbasat et al. 1987). 
The case study approach has been identified as very suitable for this thesis 
because it can support the development and evaluation of a new KM 
methodology in dynamic industry settings, where the boundaries are not clear 
from the start. It is also useful for theory building in topics, such as KM, which 
are in a relatively new area of research. As previously mentioned in section 2.2, 
KM has only been recognised as a discipline since the mid 1990's (Jennex, 
2005; Gurteen, 2008). Furthermore, the aforementioned methods for data 
collection, such as direct and indirect observation, interviews, documentation 
etc. can all be arranged in the industry settings in which the research is to take 
place. Finally, based on the case study classifications discussed above, the 
most suitable approach to be adopted has been identified as multiple 
descriptive case studies in order to gather evidence from multiple sources and 
build a methodology that can be as generic as possible, within the time 
constraints of this research. 
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3.7 Summary 
This chapter has presented a review of choices for following an appropriate 
research methodology. The key considerations are the purpose of the research, 
the research philosophy, the research strategy and the research approach. The 
purpose of this thesis has been identified as both Applied, because it aims to 
provide a solution to a specific problem, i.e. the KM needs of the participating 
organisations, and Fundamental because it also seeks to define guidelines that 
can be applied on a wider scale and inform KM theory. The research philosophy 
follows the Interpretivist roadmap because it will be very heavily based on 
interpretation of phenomena within "real world" industry settings. The research 
strategy will focus on studying and interpreting "reality" with the purpose of 
creating new theory. The research approach will be Idiographic while 
contextualism and grounded theory will underpin the methods used. 
In summary, the primary research methodology to be used in this thesis will be 
action research case studies, in conjunction with qualitative analysis of data that 
will be gathered via interviews and direct observation in industry. 
This chapter has addressed Objective 1.3 (choose the most appropriate 
research methodology that needs to be applied in order to satisfy the research 
aim). The following chapter focuses specifically on addressing Objective 2 
(conduct a pilot study into managing knowledge in industry), while also making 
a contribution towards the achievement of Objective 3 (design a goal-oriented 
KM methodology, based on ... as well as lessons learnt from the pilot study). 
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Chapter 4: Pilot Study of KM at Danwood 
"It isn't that they can't see the solution. It is that they can't see the 
problem." 
**. G. K. Chesterton **. 
4.1 Introduction 
This chapter is based on two papers by the author and his research supervisors 
(Balafas and Jackson, 2003; Dawson and Balafas, 2008) and describes the pilot 
study of KM at the Danwood Group, UK. The research undertaken used an 
action research approach as the author was employed by the company to carry 
out various project management tasks while actively taking part in the research 
project. This arrangement was made via the Inside Industry Initiative, a scheme 
setup by the author's research supervisors to facilitate the collaboration of 
Loughborough University with organisations in order to produce academic 
research, while simultaneously brining tangible benefits to the participating 
organisations. This arrangement enabled the examination of all aspects of 
Danwood's data and processes from an internal perspective and this eventually 
gave the opportunity to try new initiatives in the working environment. 
It is commonly advocated that a first step to gauge the effectiveness of an 
organisation's information and knowledge strategy is to carry out a knowledge 
audit (Liebowitz et aI., 2000). This should enable inefficient and ineffective 
knowledge and information mechanisms and processes to be identified and any 
shortfalls determined. 
The main requirement of Danwood's senior management was initially to find 
ways of making improvements to business operations through KM. Therefore, a 
conventional knowledge audit was carried out with the aim of identifying 
opportunities for process improvement. The motivations for carrying out the 
knowledge audit were: to observe, in industry settings, the conventional 
approach to initiating KM; to identify potential improvements to this approach; 
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and to identify potential improvements to the particular Danwood processes that 
were being reviewed as part of the knowledge audit. 
A knowledge audit was therefore carried out at Danwood and the result was that 
an area of inefficiency was indeed identified where two systems overlapped in 
their functionality. A proposal was put forward to the company to merge the two 
systems to create greater efficiency. The company board considered this 
proposal and accepted it in principle. 
At first sight this had been a competent, systematic analysis of the KM 
supporting systems within the company, where a logical step-by-step 
methodology had produced a significant business improvement, and the author 
and one of his supervisors felt able to congratulate themselves and publicise 
their achievement (8alafas and Jackson, 2003). Unfortunately, the reality of the 
situation was not as expected. A follow up investigation showed that the change 
had never been funded and no employee or contractor had been assigned to 
carry out the software development necessary. The initiative had effectively 
been abandoned. 
This disappointing result for an initiative, which had followed standard KM 
methods, led to the re-evaluation of the methods used in an effort to understand 
the problem and ensure this failure would not be repeated. In this respect, the 
pilot study was successful because a major flaw was discovered in the 
conventional approach to initiating KM. 
It is worth noting that in section 2.2.3 it has been stated that technology is a 
support tool rather than the main driver of KM. However, in the context of this 
pilot study, knowledge sharing was hindered by poor technology, rather than 
people or process. Therefore, there is a strong focus on technology in this 
chapter, whereas the three main case studies of this research, which are 
presented in Chapter 6, Chapter 7 and Chapter 8, demonstrate a primary focus 
on the people and process aspects of KM. 
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4.2 Company profile: Danwood Group 
Established in 1971, the Danwood Group is one of the largest independent 
suppliers of total office solutions in the UK and Ireland, with over 1000 
employees in 32 regional sales and service centres (Danwood, 2008) and a 
turnover in excess of £120 million (Dover, 2008). Danwood's business support 
services span four core areas: consultancy, advice and guidance on print 
effectiveness and cost reduction; hardware, software and systems for the print, 
management, processing, storage and retrieval of documents; servicing and 
maintenance of equipment and systems; consumables for print, copy and fax 
technology (Danwood, 2008). 
The Danwood Group comprises the following companies (Danwood, 2008): . 
• Danwood Scot/and, Danwood Highland and Danwood Ireland are territory 
focused 
• Danwood Consumables is an online print consumables business 
• Insatsu Chosa is Danwood's print audit consultancy team, specialising in 
print cost reduction savings and improving efficiency across large organisations 
• Printware sells desktop printers and consumables online or over the phone 
• Danwood Trade and Export is the largest UK exporter of used photocopiers 
and provides new products, parts and consumables to markets worldwide. 
Danwood's Service Division is an ISO-accredited National Authorised Service 
Provider that is responsible for the maintenance of 70,000 machines that 
produce in excess of 250 million prints per month (Danwood, 2008). Danwood 
benefits from strong business partnerships with established suppliers such as 
Sharp, HP, Ricoh, Panasonic and Konica Minolta for printing and copying 
products; and Inter-Tel Europe, Panasonic and Samsung for high-end 
telecommunications and networking products. Danwood also holds a strong 
client base in government, education and corporate sectors, e.g. 
Commonwealth Secretariat, DEFRA, The House of Commons, Loughborough 
University, Manchester University, Nottingham University, Cadbury Schweppes, 
Countrywide Assured Group and Huntsman Corporation (Danwood, 2004). 
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4.3 Early forms of KM at Danwood 
Participant observation of Danwood's day-to-day operations revealed five 
, 
business activities that could be linked to the concept of KM. These were: the 
Customer Relationship Management (CRM) system, the Customer Ouery 
Logging (COL) system, a monthly "knowledge exchange" meeting in the IT 
department, an unofficial website that provided a technical forum for service 
engineers and a "hints and tips" bulletin for service engineers in a quarterly 
magazine. Each of these activities is discussed in the following sections. 
4.3.1 Customer-focused KM systems 
Customer Service at Danwood was initially supported by two IT systems: CRM 
and COL. The CRM system had been developed in-house and had recently 
"gone live" as an I ntranet-based solution that provided a support tool to Sales 
staff. The focus of the CRM system was on supplying knowledge about 
customers to sales managers in order to support business and marketing 
decisions. The COL system stored information about customer queries that had 
been logged in the Customer Services department. The focus of the COL 
system was on retrieving expert knowledge from sales and service staff in the 
field, in order to respond to customer enquiries at head office. However, 
Customer Services staff seemed unsatisfied with using the COL system due to 
the lack of interactive and intuitive features that would support their business 
objectives. 
4.3.2 Technical forum website 
One of Danwood's Service Managers decided to setup and administer an 
external website by his own means. This website provided a technical forum for 
all Danwood engineers to exchange ideas on how to deal with technical 
problems when servicing photocopiers and printers. Interestingly, the website 
had not been advertised within the company and was discovered only by word 
of mouth. However, this initiative was abandoned after a short length of time 
due to a shortage of the founder's time and available resources. 
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4.3.3 "Hints and Tips" bulletin for service engineers - quarterly magazine 
The "Hints and Tips" bulletin was a similar concept to the technical forum 
website that was discussed in section 4.3.2, but the initiative was centrally 
driven and the exchange of ideas was published in a quarterly magazine. This 
scheme was also abandoned mainly because the publications took too long to 
be produced, due to the slow process of gathering enough material to "justify" a 
publication. This also caused another problem - the content was often out-of-
date or only relevant for a machine that was no longer on the market and had 
been replaced by a new machine (with new problems). There were also a high 
number of repeating hints being submitted which was an indicator of the lack of 
regular usage of the bulletin by the service engineer population. 
4.3.4 "Knowledge Exchange" meetings 
The "knowledge exchange" meetings were informal in nature and took place on 
a monthly basis in the IT department. Each month a member of the IT team 
would give a short presentation on their current work and especially in areas of 
individual expertise. An open forum discussion would usually follow. The main 
goal was to exchange knowledge to such a level that any critical technical 
operations could still be carried out by another member of the IT team in the 
absence of the relevant expert. It is worth noting that this scheme was 
abandoned within six months. The reasons given by members of the IT team 
were that they were running out of content to share (partially due to limited 
scope) and were also under a lot of pressure to focus on their daily activities 
and deadlines (short-term goals). 
4.3.5 Conclusion on existing KM-related activities 
The CRM and Cal systems, amongst the five KM-related business activities 
that were described in sections 4.3.1 through to 4.3.4, appeared to demonstrate 
the highest potential for improvement and positive impact at Danwood. The 
other three activities appeared to be of less significance, although it is worth 
noting that they had received less support and resource allocation and may 
become more important to Danwood in the future. Therefore, the pilot KM 
initiative at Danwood has focused on bringing process and system 
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improvements to CRM and Cal, starting with a knowledge audit, as described 
in the following section. 
4.4 The pilot KM initiative at Danwood 
As concluded in section 4.3.5, CRM and Cal have been identified as the most 
appropriate focal points for the pilot KM initiative at Danwood. As initially 
described in section 4.1, a knowledge audit is commonly advocated as a first 
step in a KM initiative and will, therefore, be the first topic to be discussed in this 
section. This will be followed by a description of the research methods chosen 
to carry out the knowledge audit in the context of analysing CRM and CaL. The 
cross-systems analysis of CRM and Cal is then described, followed by an 
analysis of their inefficiencies and the proposed solution: to integrate the 
systems into a single solution for customer relationship management at 
Danwood. Finally, the lack of actual implementation of the proposal is 
discussed, followed by a description of lessons learnt, a re-evaluation of the 
methods used and a recommendation for a new approach to initiating KM. 
4.4.1 What is a knowledge audit? 
A knowledge audit involves examining what explicit knowledge and information 
is held in documents and electronic systems and also the tacit knowledge and 
information held in the heads of employees (Burnett et aI., 2004). The audit also 
concerns the identification of the capabilities of these systems and employees, 
and where and how the knowledge and information are used. Other aspects 
could concern the communication channels and flows of information and 
knowledge in an organisation (Dawson and Balafas, 2008). The first step in 
developing a KM system involves information discovery through completing a 
KM audit (Ray, 2008). The knowledge audit should reveal: information glut or 
lack of information; lack of awareness of information elsewhere in the 
organisation; inability to keep abreast of relevant information; significant 
reinventing the wheel; common use of out-of-date information; and not knowing 
where to go for expertise in a specific area (Liebowitz et aI., 2000). These audits 
use questionnaires, surveys, interviews, and group discussions in order to 
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capture these sources of knowledge and information (Ray, 2008). However, in 
this pilot study it was not necessary to cover every possible aspect of a 
knowledge audit at the Danwood Group as a straightforward examination of the 
capabilities and information held in CRM and CQl was enough to highlight the 
overlap between these two systems. 
4,4.2 Research methods used to perform the knowledge audit 
The key .method of capturing data for the knowledge audit was through 
interviewing members of staff within the Customer Services department. As the 
research was based at the company and the author was working within this 
department, interviews could be carried out using both informal as well as 
formal methods with some interviews being unstructured and some being 
structured. The first method employed was the use of unstructured, informal 
interviews. As the author was working alongside the users of CRM and CQl, 
colleagues were often asked about how they carried out their work and how the 
systems supported their role. This built a general appreciation and 
understanding of the functionality and use of the systems that could then be 
used to design a set of questions to carry out structured interviews. The initial 
informal interviews also helped to identify the principal customer liaison experts 
in the department that were later invited to participate in the structured 
interviews. However, the informal approach was used continuously throughout 
the research period, as it was often useful to seek clarification or seek 
expansion on points raised in earlier interviews. The informal approach also 
proved useful when trying to convey motives and solicit collaboration from 
colleagues by explaining how the research could lead to benefits for all 
employees working in the Customer Services area. 
A second source of useful information was provided by attending strategic 
meetings within both the IT and Customer Services departments. The Danwood 
Group provided the author with "open access" to any meeting or seminar that 
was deemed beneficial for the research. It was discovered that networking with 
people from many areas of the business played a very important role, as it 
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provided a multi-angle view to shared problems and it gave a better insight into 
how a holistic solution could be designed. 
A third source of data was the company documentation relating to the systems 
under investigation - CRM and COL. System documents, such as user 
manuals, helped identify all the functionality of the systems and were 
particularly useful for identifying underutilised facilities. Other documents 
provided insight into the specific customer data that was being held, which 
helped identify how the systems were being used. 
Despite the usefulness of the system documentation, there were cases where 
documents were out-of-date and no longer represented current working 
practices and the way in which users interacted with CRM and COL. It was 
therefore necessary to observe/job shadow staff in Customer Services in order 
to understand how the systems were actually used on a day-ta-day basis. 
As diagrammatic representations of concepts can often form the basis for a 
better understanding, diagrams of the CRM and Cal system structures were 
produced. These diagrams were then presented to the system development 
team, as well as the system users, for review and amendment, in order to 
ensure an accurate diagrammatic representation of CRM and COL. 
4.4.3 Cross-systems' analysis of CRM and Cal 
The CRM system at the Danwood Group, as with all CRM systems, served the 
purpose of keeping records of customer details and contacts to support the 
building of strong relationships with new and existing customers. The system 
was relatively new and functioned reasonably well in giving the functionality 
expected of it by the company agents using it. 
The Cal system supported existing customers by logging and tracking any 
problems and queries customers had with the products or services they had 
purchased. Customer queries took, on average, two to five days to close, 
because resolving the problem involved identifying a suitable specialist who 
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then had to liaise with the customer. However, some of the more difficult 
problems could take a number of weeks to resolve. There were a number of 
immediate problems identified with this system as its use was mainly confined 
to logging the process. As the delays in responding to customers were often 
caused by the slow communication between staff in the company, it would have 
been useful if the system could have played its part in speeding up 
communications perhaps by highlighting where communication problems 
occurred and sending reminders where necessary. However, the system lacked 
any such proactive abilities. 
The two systems clearly had an overlap in their data and functionality. Both had 
to record customer data and both recorded interaction with the customer, 
though the type of interaction was not the same. It was immediately obvious that 
the systems had enough in common to warrant an in depth analysis so this was 
carried out over a period of three months. 
The first stage of the cross-system analYSis of the CRM and COL systems was 
to assess their current functionality in order to compare this to the functionality 
that was actually desired by Danwood and would best serve its business 
objectives. This "gap analysis· also confirmed that there was some commonality 
in the functionality of the two systems. In addition, it was important to identify 
what were the critical changes that needed to be made to both systems, while 
bearing in mind that a common glossary of terms had to be defined in order to 
avoid confusion about terms that may have different meanings in each system. 
The critical changes were identified firstly by examining any existing 
requirements that had been documented and secondly by interviewing staff in 
Customer Services. At the time of the pilot study, Danwood held a backlog of 
more than one hundred desired alterations to their IT systems, one third of 
which were related to the domain of customer relationship management The 
interviews with staff also provided insight into desired functionality that had not 
been documented, based on the knowledge and expertise of those who worked 
on the "front-line" of customer service and had a more accurate notion of what 
features would be able to increase work efficiency. 
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The functionality analysis that took place pinpointed several weaknesses in the 
systems, especially in the case of CQL. It was therefore determined that CQl 
would have to be redesigned before being integrated with the CRM system. 
During the re-designing of CQl, any desired functionality that was already 
available in CRM was taken into consideration. 
The main criticism of the CQl system, which was highlighted during interviews 
with ten members of Customer Services staff, was that it did not provide enough 
interactive features or significant reporting tools. If CQl were able to report the 
status of customer queries in a statistical manner, this would aid in highlighting 
potential problem areas within the business. More automation to be built into 
CQl in order to relieve staff members of unnecessary manual procedures was 
also high on the agenda. 
4.4.4 The proposed solution 
The analysis undertaken enabled the specification of improved systems for 
Danwood. Two phases of improvement were suggested. The first phase 
involved the specification of a new, enhanced version of the CQl system. 
Having taken into account the current structure of CQl, the user requirements 
for improvement and the available budget, the CQl system was redesigned and 
renamed, due to its revitalised functionality, to IQlS (Intelligent Query logging 
System). The IQlS specification was informally presented to the Danwood IT 
Director, as well as to the system development team, all of which added their 
own input into how the system could be best implemented. A diagrammatic 
representation of the new IQlS concept is demonstrated in Figure 4.1, while the 
main data flow diagram of the software solution is represented in Figure 4.2. 
In the new IQlS system, a typical scenario for dealing with a customer query 
would be: 
1. Customer Services person logs the customer query that they have just 
received on the phone. 
2. IQlS sends an automated problem specification message to the Sales or 
Service person responsible for the customer account. 
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3. Should there be no response within a defined timeframe (e.g. 3 working 
days), IQLS would generate another automated reminder message to be sent to 
the same member of staff. 
4. If once again there is no response within a given timeframe (e.g. 7 working 
days), IQLS could also generate an automated priority message to be sent to 
the corresponding line manager, who can investigate the issue further. 
In most cases it would be expected that the line manager would not have to get 
involved. However, if a line manager does receive a priority message from 
IQlS, this could raise the flag for problems such as staff absence or workload 
that may require urgent resource reallocation. 
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Some of the improvements that IQlS was expected to bring in comparison to 
CQlwere: 
• Increased automation and therefore savings in terms of man-hours 
• Better reporting facilities to take advantage of all the query data 
• Increased cash flow as staff members in Customer Services will have more 
time to chase debts 
• Increased customer satisfaction due to faster response times. 
The new IQlS system could be applied at numerous levels of monitoring in 
order to be able to adapt to the changing requirements of an organisation. 
Ideally, the system would eventually act as a form of "benchmarking" and could 
also generate league tables with average response times that would enable 
problem areas to be identified with possible resource implications. The primary 
goal of IQlS was to act as a shared resource for logging and responding to 
queries, with many actions being automated by its own in-built "intelligence". 
The second phase of suggested improvements was the merging of CRM and 
IQlS (formerly CQl). This seemed like a sensible choice and a logical next 
stage of KM development because both systems had been created to serve a 
common purpose - to support customer relationship management. After 
performing the analysis on the two systems it was determined that by 
connecting them together, the resultant "hybrid" system would form the holistic 
solution that the Danwood Group required, as all the functionality and essential 
customer information would be available through a single, centralised system. In 
addition, there were also some additional, practical motivations for integration: 
reducing the overall cost of developing and maintaining the systems; reducing 
the risk of functionality overlap/conflict; and reducing data repetition. 
The merging of CRM and IQlS would require a major investment of effort to 
develop and implement the new system in a smooth switch over that would not 
have any negative impact on the users in the Customer Services department. 
As can be expected in any commercial environment, the size of the investment 
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required justification. 
Ideally, to demonstrate return on investment, quantitative metrics that 
demonstrate the effect of improved systems on an organisation's business 
success are often sought. However, these metrics would need to focus on 
defining values for the intangible as well as the tangible benefits that can result 
from the implementation. In this pilot study, tangible benefits, such as increase 
in revenue and profit levels, and cost cutting in man-hours and product costs, 
were not available, as the values after implementation were not expected to be 
available to compare with the values before implementation, as the initial period 
of research activity with Danwood was only planned for three months (it was 
only after this initial "trial period" that Danwood's management agreed to fully 
sponsor the research for three years). The intangible benefits, such as improved 
customer satisfaction, staff job satisfaction, quality improvement, enhanced 
confidence, future business, teamwork and intellectual capital, that 
organisations need to maintain competitive advantage were also not available 
for the same reason. To overcome this problem, benchmark figures were 
identified for the tangible benefits, such as revenue and man-hours used, and 
surveys were designed to attempt to give some qualitative value to many of the 
intangible benefits based on the users ratings of aspects such as customer 
satisfaction. These metrics could then be collected both before and after the 
systems improvements were implemented to enable a full evaluation of the 
return on investment to be determined. Unfortunately, this evaluation could only 
take place after the improvement implementation, so the business case for the 
improvements put to the company board had to rely on rather speculative 
projections for the return on investment. 
Despite the lack of concrete figures to show a return on investment, the logic of 
the proposals put forward was clear, with the identified duplication of data and 
the overlap in functionality between CRM and IQLS being clearly undesirable 
features of the current systems. Indeed, Danwood's senior management had no 
problem in seeing this logic and they accepted the changes suggested - in 
principle. The author and his supervisors were obviously pleased that their 
86 
Goal-Oriented Knowledg Managment 
efforts in the pilot study had yielded such an early success and turned to other 
aspects of the research at the company with enthusiasm. 
4.4.5 The problem 
The fact that the opportunity arose to continue to work and carry out research at 
Danwood beyond the original agreed period of three months was, perhaps, 
fortunate, as it was possible to observe the longer-term effects of the CRM-
IQLS merger proposal. The problem was that, in essence, the effects were non-
existent. As time progressed it became clear that the success of this initial 
research was not as it first seemed. Although the company had accepted the 
proposals in principle, it never approved the funding to carry out the changes 
required and no employee or contractor was ever assigned the task of 
implementing the changes. Eventually it became clear that the proposals had, in 
effect, been abandoned. 
This outcome was a surprise and indeed an important reality check. For the 
proposals to be abandoned amounted to a failure of the pilot study to produce 
something of significant value to the organisation. What had gone wrong? If the 
company had accepted the value of the proposals, why did the company not 
follow through with the implementation? This problem led to a re-evaluation of 
the whole research approach and an investigation into why an apparent project 
success had turned into such a clear failure. 
The first aspect examined was the author's own role in working with the 
company. Had Danwood simply lost faith in the author and his supervisors and 
had become no longer interested in their ideas? Fortunately the continued work 
carried out at Danwood showed that this was not the case. Indeed, the 
company continued to be very supportive of the work undertaken, showing 
interest in the research and the ideas generated. Therefore, this was not 
identified as the cause of the problem. 
The fact that the author continued to be employed by the Danwood Group 
proved to be invaluable in getting to the bottom of the problem encountered. 
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Informal discussions took place with colleagues at all levels from the lowest 
level employee up to the directors. This close contact with the company meant 
that information could be acquired without the problem becoming a major issue. 
This method of gathering information proved to be very successful and before 
long a full picture began to emerge showing why the proposed changes had not 
been implemented. 
4.4.6 Key learnings from the failed KM initiative 
There were a number of reasons discovered for the lack of implementation of 
the proposed changes: 
The Danwood Group is not adverse to change. On the contrary, it is a dynamic, 
forward-looking company and hence its involvement with Loughborough 
University to carry out research on KM and process improvement. However, this 
. does present problems as, at the time the proposals were made, there was, as 
previously mentioned in section 4.4.3, a backlog of over one hundred IT change 
requests waiting for action at the company. While this would account for some 
delay, it would not cause the change to be abandoned completely. Further 
enquiries showed that the proposals put forward were designated the lowest 
priority. This had the effect that, in a dynamic company where improvements 
are continually being requested, the proposal would be unlikely to ever rise up 
the list of outstanding tasks far enough for action to be taken. There was always 
a task deemed more important. This does explain why the proposals were never 
implemented, but it does not explain why they were not considered important 
enough to be designated a higher priority. 
There appeared to be a negative attitude towards KM. Some of the senior 
management team regarded KM to be little more than a fad. The problem is that 
the term "KM" is often surrounded by hype (Malhotra, 1998) and can sometimes 
be the subject of exaggerated claims that it is "essential for survival", the "key to 
prosperity" or that it will "revolutionise a business". Senior managers at 
Danwood had heard such claims before and had often been disappointed by the 
actual outcomes of previous initiatives. An example would be the hype that once 
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surrounded TQM (Total Quality Management) (Kemp, 2006). In reality, total 
quality management has not gone away, but rather, many of its ideas and 
principles are now incorporated into most companies' standard procedures. This 
means that, despite the common use of its philosophy, the term "TQM" is not 
used as often today and certainly the hype that surrounded it has faded away. 
The same could well happen to KM as its ideas are accepted and internalised, 
the term could eventually become less prominent. Despite the reality, therefore, 
it is very possible for managers to mistakenly view these initiatives as a fad. In 
the case of the proposals made at the Danwood Group, this phenomenon may 
account for the proposals having been received less enthUSiastically than would 
have occurred if they had not been described as "KM proposals". In practice, 
however, the KM terminology had not been over stressed and the proposals 
were generally seen as being an effort for process improvement. Therefore, the 
attitudes to KM did not seem to really account for the low priority status that the 
proposals obtained. Nevertheless, this finding did ensure that the author and his 
supervisors were more careful with the use of terminology in future collaboration 
with the company. 
The fact that it had not been possible to put figures on the return on investment 
for the CRM-IQLS proposal had clearly reduced the enthusiasm for the changes 
required. Although attempts were made to obtain "fully costed" details of the 
expected returns, these counted for little at the time of requesting funding, as 
the cost estimates were simply not available. The lesson from this is simple: a 
means has to be found to show some form of payback for an investment while it 
is still in the planning stage, regardless of how difficult it might be to achieve 
this. 
All the above problems, however, faded in significance when compared with the 
main reason found for the research proposal's failure. The main reason found 
was simply that the company did not "own" the problem. They had been 
unaware that they had a problem before the knowledge audit and analysis was 
carried out and, although they could see the logic of the resulting proposals, 
they also knew that it had not stopped the company from functioning. Although 
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the Customer Services department encountered some inconvenience in using 
the two current systems, they were still able to undertake their work and had far 
more urgent and significant problems to attend to than this inconvenience. No 
one from the company was inspired enough to champion the changes required. 
From their point of view, like any senior manager, they had many problems to 
deal with but could not see that they were solving any of these with the CRM-
IOLS merger proposal, so why should they invest in it? 
4.4.7 The resulting new approach 
It was interesting to note that the only part of the proposal that was, in due 
course, acted on, were the relatively minor upgrades to the COL system to turn 
it into the IOLS system. This had suffered the same disadvantages of having to 
compete with over one hundred other IT change requests, being labelled a "KM" 
improvement and having no figures for a return on investment. The difference 
was that the users in the Customer Services department recognised that the 
system did not fully match their needs and therefore wanted some 
improvements to that system before the research project was ever undertaken. 
In other words, they "owned" the problem, they had already "bought in" to 
changes being made and were prepared to apply pressure to get the necessary 
changes financed. 
This experience led to a questioning of the starting point of the research, the 
knowledge audit. The objective of the audit was to identify inefficiency and 
ineffectiveness and, potentially, to identify ways to address these problems. 
However, every organisation has its problems and most employees will be 
aware of at least one aspect of the company processes that inconveniences 
them or hinders them in some way. These are the problems that the workforce 
understands and recognises and it is for these that they want to see some form 
of solution. Why then, should an initiative start with an activity to look for other 
problems? It was concluded, therefore, that the starting point for such research 
should be a problem audit rather than a knowledge audit. The first step should 
be to talk to employees to discover what problems are giving them concern and 
the extent that these problems are impacting employees and the company as a 
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whole. Those problems with the greatest impact should then tie the focus for 
improvement. This key observation is one of the cornerstones of Goal-Oriented 
KM (GOKM), which is presented in Chapter 5. 
4.5 Summary 
The pilot study at Danwood helped to identify some of the existing KM activities 
that were demonstrated in the use of the COL and CRM systems. To be more 
specific, the use of the CRM system indicated an early form of customer-
focused KM and the COUIOlS system demonstrated a basic expertise-locating 
system. A standard pattern of audit, analysis and system design initially 
appeared to be successful, but an unwillingness of the company to prioritise the 
proposed changes eventually led to the failure of the initiative. Reflection on the 
project outcome led to further research into the reasons for the failure and a re-
evaluation of the approach taken. In this respect, the close working relationship 
with the company proved invaluable as it enabled informal enquiries to be made 
about the reasons for failure without the problem being seen as a major issue. 
This gave a much better insight into the reasons behind the failure, underlining 
the appropriateness of the action research approach taken. 
It was concluded that the initial starting point of a knowledge audit was not 
appropriate and that it was better to start with a "problem audit" to identify what 
problems were of particular concem to managers in an organisation. This is the 
basis of the Goal-Oriented KM methodology, which is presented in Chapter 5. 
This chapter has addressed Objective 2 (conduct a pilot study into managing 
knowledge in industry), while also making a contribution towards the 
achievement of Objective 3 (design a goal-oriented KM methodology, based on 
... as well as lessons leamt from the pilot study), which is fully addressed in the 
following chapter. In addition, Objective 1.2 (identify key success factors and 
barriers for effective KM implementations) is also addressed in the following 
chapter. 
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Chapter 5: Design of Goal-Oriented KM (GOKM) 
Methodology 
"Knowledge is not very productive unless it moves in response to an 
issue, a problem or an opportunity. Then, it can create magic. " 
••• Bob Buckman .** 
5.1 Chapter overview 
The literature review (Chapter 2) as well as the pilot study at Danwood (Chapter 
4) revealed the need for further research into goal-oriented KM in industry -
especially one that can cope with both strategic as well as operational goals. 
Therefore, the fundamental aim of this research is to develop and evaluate a 
novel goal-oriented KM methodology in industry. This chapter presents the 
Goal-Oriented KM (GOKM) methodology. The three key influencers that shape 
this methodology are: the review of existing KM approaches that demonstrate 
goal-oriented thinking (Chapter 2), the pilot KM study that was carried out at 
Danwood (Chapter 4) and the review of factors that influence KM (Chapter 5). 
In addition, the special importance of the relationship between KM and 
organisational culture is also discussed . 
. 5.2 Factors that influence KM 
It was deemed important to study the literature in order to identify the key 
categories of factors that influence KM as well as the key enablers that ensure a 
successful KM implementation. In order to achieve this, a wide variety of papers 
were reviewed, both theoretical and applied, which had a special focus on KM 
success factors as well as barriers. A comparison and cross-reference of these 
papers was then performed, in order to produce a more holistic view of the 
factors that influence KM. In some cases, particular attention had to be given to 
terminology, as many authors used different terms to describe similar notions. 
For the purpose of consistency, a term has been proposed for each factor 
identified. The results of this analysis are presented in three tables. Table 5.1 
presents eleven general categories of factors that influence KM, while tables 5.2 
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and 5.3 present sixteen KM enablers that have been derived from the analysis 
of success factors and barriers. 
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Seven out of the eleven categories of KM factors have been previously 
discussed in Chapter 2 and Chapter 4. These are namely: goals and priorities, 
leadership and sponsorship, organisational structure, organisational processes, 
IT support for KM, performance measurement and availability of resources. 
Organisational culture has been highlighted by many authors as one of the most 
significant KM factors (e.g. Chase, 1997a; Davenport et aI., 1998; Pan and 
Scarbrough, 1998; Liebowitz, 1999; Martensson 2000, cited in Wong 2005; 
Hammer et al. 2004, cited in Shaw et al. 2007) and will be discussed further in 
section 5.3. 
HR management and development has an important role to play in successfully 
implementing KM. Many authors have highlighted the significance of the 
relationship between HRM and KM (e.g. Brelade and Harman, 2000; Garavan 
et aI., 2000; Robertson and Hammersley, 2000; Soliman and Spooner, 2000; 
Chang et aI., 2008; Lehner et aI., 2008; Wildner, 2008). While it is vital to KM for 
many reasons, the main focus is on the issues of employee recruitment, 
development and retention. Training' and education is another important 
consideration for successful KM. In a basic sense, organisational members 
need to be aware of the needs to manage knowledge and to recognise it as a 
key resource for the viability of a company. Training for individuals to 
understand their new roles for performing knowledge-oriented tasks might be 
needed (Wong, 2005). An example of this is presented in Chapter 6. Another 
central issue in KM is how to retain knowledge and prevent it from being lost 
(Wong, 2005). This will be specifically addressed in Chapter 7. 
Finally, many authors have highlighted motivational aids for knowledge sharing 
as a significant catalyst for KM success (e.g. Davenport et aI., 1998; Liebowitz, 
1999; Holsapple and Joshi, 2000; Bishop et aI., 2008; Lehner et aI., 2008). If 
individuals are not motivated to practise KM, no amount of investment, 
infrastructure and technological intervention will make it effective. Hence, one of 
the important factors is to establish the right incentives, rewards or motivational 
aids to encourage people to share and apply knowledge (Wong, 2005). In order 
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to gain enthusiasm for KM, staff will want to see that their knowledge 
contributions have been acknowledged and rewarded, through financial or non-
financial means. However, some authors have advised against financial 
rewards, recommending intangible rewards instead, such as peer recognition, 
learning opportunities and greater autonomy (Bishop et aI., 2008). Yahya and 
Goh (2002) state that such systems should reward risk-taking attitudes and 
emphasise group-based compensation. In particular, rewarding employees with 
a focus on group performance will instigate a higher level of knowledge 
exchange between them. In addition, approaches to motivate employees and 
recognise their contributions could also be tied to their annual job performance 
review (Wong, 2005). This implies treating KM practices as important criteria in 
evaluation (e.g. Buckman, 1998; Trussler, 1998;). The development and 
application of motivational aids for knowledge sharing will be discussed further 
in Chapter 6. 
As highlighted by Holsapple and Joshi (2000) and Lehner et al. (2008), external 
conditions such as competition, markets and governmental I economic climates 
can influence the success of a KM initiative. It would perhaps be unreasonable 
to expect a KM methodology to be able to influence external conditions, 
however it would seem sensible to take them into consideration when 
prioritising KM efforts. 
5.3 The impact of organisational culture on KM: Adapt KM to 
culture or vice versa? 
This section is partially based on a paper by the author and his supervisors 
(Balafas, Jackson and Dawson, 2004b) and focuses on the impact of 
organisational culture on the design and implementation of KM. 
According to Wong (2005) organisational culture defines the core beliefs, 
values, norms and social customs that govern the way individuals act and 
behave in an organisation. In general, a culture supportive of KM is one that 
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highly values knowledge and encourages its creation, sharing and application. 
Janz and Prasarnphanich (2003) explain that organisational culture is believed 
to be the most significant input to effective KM and organisational learning in 
that corporate culture determines values, beliefs, and work systems that could 
encourage or impede learning (knowledge creation) as well as knowledge 
sharing (e.g. Alavi and Leidner, 2001; Gold et aI., 2001; Leonard, 1995; Slater 
and Narver, 1995), and ultimately, decision making (Kettinger and Grover, 
1995; Schein, 1985). 
Jashapara (2004) also recognises the fundamental impact that organisational 
culture has on the deployment of KM and that it is, therefore essential to provide 
an assessment and, if possible, to identify which broad category it belongs to. 
He explains that these categories are classifications for different configurations 
of culture found in organisations, but also that it is not expected that 
organisations will necessarily fall into one of these idealised types. However, 
these characteristics may help organisations to understand their social 
environments. Jashapara seems to favour Handy's (1985) typology of 
organisational culture: 
Power culture is characterised as a web with a person or small group of people 
at the centre. There are few rules and people tend to act politically and are 
more concerned about ends rather than means. Such organisations can react 
quickly to environmental changes but may suffer from high turnover rates if 
suitable people are not recruited. 
Role culture is characterised by bureaucracy where rules, procedures and job 
descriptions tend to predominate. These organisations are successful in stable 
environments but may have difficulties adapting to more turbulent 
environments. 
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Task culture is characterised by project or matrix organisations that bring 
together the appropriate resources and competence required for effective team 
functioning. Mutual respect is based on ability rather than status or age. These 
cultures can be highly effective for innovative projects but are less successful 
where there is an emphasis on cost rationalisation and economies of scale. 
Person culture is characterised by individual autonomy and collective action 
based on fulfilling individual self-interests. Individuals decide on their work 
allocations rather than a central body. Examples of person cultures may be 
found in academia, among architects or barristers. 
There are numerous methods for assessing organisational culture. Some of the 
most commonly used are survey-based and fall into the following two categories 
(Ashkanasy et aI., 2000; Jashapara, 2004): 
Typing surveys classify organisations into particular typologies such as Handy's 
(1985). Such instruments attempt to generate a number of organisational 
culture 'types' that have certain behaviours and values linked with them. These 
surveys can provide senior managers with snapshots on their current positions 
and their desired outcomes from a cultural change management programme. 
The drawbacks with these typing surveys is that they assume that organisations 
fit neatly into strictly defined categories rather than conforming to a number of 
different types that demonstrate their uniqueness. The different types do not 
assume any continuity between the different typologies. 
Profiling surveys aim to develop a profile of the organisation on multiple 
categories of norms, behaviours and values. There are three types of profiling 
surveys, namely, effectiveness surveys, descriptive surveys and fit profiles. 
Effectiveness surveys tend to assess organisational values associated with high 
levels of performance. Descriptive surveys purely measure organisational 
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values. Fit profiles tend to assess the level of fit between an individual and an 
organisation. 
McDermott and O'Dell (2001) explain that, from a KM perspective, it is not 
necessary to perform an in-depth analysis of organisational culture. It is 
sufficient to identify those core values that will have the most potential to shape 
the KM effort. Essentially, McDermott and O'Dell (2001) support the notion that 
a KM initiative has to adapt to the culture, style and core values of an 
organisation. However, there are quite a few articles in KM literature that 
encourage the implementation of a change management program that aims to 
make an organisation's culture more KM-friendly, prior to deploying any kind of 
KM initiative (e.g. Gurteen, 1999; Rajan and Chapple, 1999; Balogun and 
Jenkins, 2003). Wong (2005) asserts that the biggest challenge for most KM 
efforts actually lies in developing such a culture. Owing to the highly influential 
nature of culture to the success of KM, Davenport et al. (1998) assert that 
companies should ensure that their KM initiatives fit into their organisational 
culture, or else they should be prepared to change it. So which is the best 
route? Should KM adapt to culture or vice versa? 
Call (2005) provides strong support for the notion of changing the culture first, 
by stating that no organisation can successfully implement KM without first 
changing the culture of the organisation. Carpenter and Rudge (2003) seem to 
follow a similar way of thinking and provide five steps to achieve cultural change 
for KM: 
1. To create a knowledge sharing culture, make a visible connection between 
sharing knowledge and practical business goals, problems or results. 
2. It is far more important to match the overall style of your organisation than to 
directly copy the practices developed by other organisations. To make 
knowledge sharing a natural step, think how effective change happens in your 
organisation. 
3. Link sharing knowledge to widely held core values. 
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4. Human networks are one of the key vehicles for sharing knowledge. To build 
a sharing culture, enhance the networks that already exist. Enable them with 
tools, resources and legitimisation. 
5. Recruit the support of people in your organisation who already share ideas 
and insights. Ask influential people and managers to encourage and even 
pressurise people to share their knowledge. Build sharing knowledge into 
routine performance appraisal. 
The five-step approach presented by Carpenter and Rudge (2003) appears to 
be quite laborious and time-consuming. Also, some of the recommended steps 
seem rather impractical, e.g. "". and even pressurise people to share their 
knowledge". If so much effort needs to be provided before a KM initiative can 
kick off, it is suspected that most senior managers would not approve. In a 
commercial environment it would probably be quite hard to secure time and 
investment for such an exercise. Ellis (2003) confirms this and suggests that it 
is important to adapt the KM effort in accordance to the existing culture in order 
to achieve business-term results. McDermott and O'Dell (2001) agree with this 
notion and add that even when knowledge sharing is being used as a means of 
changing the organisation, it is more effective to first match the design of the 
KM scheme to the core values and style of the organisation. By building on 
these core values, there are more chances of creating a culture that supports 
knowledge sharing. Most of the organisations that they studied, including Ford, 
Lotus and AMS, did not describe sharing knowledge as a "new direction", a 
"change program" or a shift in values, even when they did engender a shift in 
values and behaviour. Instead, they described it as a way to enable people to 
pursue a core value of the organisation more fully. 
Adapting the KM effort to the particular organisational culture is a useful method 
for quickly attracting interest and support. Organisational culture continually 
evolves and once a KM initiative is up and running it will be able to gradually 
influence that culture as well as adapt accordingly to how the culture changes in 
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the longer term. The size and scope of a KM initiative, i.e. if it is trying to 
address a short-term operational problem or support a long-term strategic 
objective, will also influence the approach to managing the relationship between 
KM and organisational culture. 
5.4 Existing KM approaches that demonstrate goal-oriented 
thinking 
The literature review indicated that there is a large number of KM frameworks 
and methodologies already present in the literature. However, it appears that 
only a small subset of these demonstrate elements of a goal-oriented approach. 
Some are theoretical in nature, while others have been derived from case 
studies in industry. Six of these approaches seem to make a more explicit 
reference to goal-oriented thinking. These are presented below (in chronological 
order): 
A.) Dataware Technologies Inc. (1998, cited in Rubenstein-Montano et al. 2001) 
define seven main steps for KM: 
1. Identify the business problem 
2. Prepare for change - obtain executive support and make the shift to a sharing 
culture 
3. Create the team (of people responsible for leading KM) 
4. Perform a knowledge audit - identify what knowledge is missing and organize 
the knowledge 
5. Define key features required for the technological infrastructure 
6. Phase in KM activities in seven sub-steps: 
6.1 Improve the return on investment on existing knowledge assets 
6.2 Enhance the process of locating applicable knowledge 
6.3 Increase the accuracy and speed of classifying knowledge 
6.4 Provide substantially enhanced functionality, security and performance for the 
growing knowledge-management activity in the organisation 
6.5 Start capturing valuable" tacit knowledge" that was previously lost to attrition 
6.6 Enable faster access to critical knowledge 
6.7 Quickly find people in the organisation who have specific knowledge 
7. Link people to knowledge - knowledge directory and content management. 
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B.} Nesbitt (2002) defines six steps for successful KM: 
1. Define the business goals the KM system will address 
2. Perform a knowledge audit to identify any duplication, gaps, and overlaps in 
an organisation's knowledge base 
3. Create a visual map that describes units of knowledge and the relationships 
between them 
4. Develop a KM strategy based on the content management, integration, 
search mechanisms, information delivery, and collaboration 
5. Purchase or build appropriate tools for capturing, analysing, categorizing and 
distributing knowledge 
6. Periodically re-asses the value of the KM system and make necessary 
adj ustments. 
C.} Robinson et al. (2004) present a three-phased approach to KM design, 
implementation and evaluation: 
Phase 1: Business improvement plan 
1.1 Choose a business problem with a knowledge dimension 
1.2 Place the business problem in a strategic context by relating it to your 
external business drivers, strategic objectives and critical success factors 
1.3 Select measures to monitor progress towards achieving your strategic 
objectives, and performance measures identify the business processes they 
relate to 
1.4 Identify current and target scores for various measures and establish the 
performance gaps 
Phase 2: KM and transformation plan 
2.1 Clarify the knowledge dimension of your business problem by identifying the 
KM process(es) involved 
2.2 Develop specific KM initiatives to address the business problemlobjectives 
2.3 Select tools to support the KM process(es) identified and the 
implementation of the KM initiatives 
2.4 Prepare an Action Plan, identify change management and resources 
required 
2.5 Identify relationships between KM initiatives and performance measures 
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and show how they relate to the strategic objectives 
Phase 3: KM evaluation strategy 
3.1 Use the cause-and-effect map in 2.4 to assess the likely contribution of the 
KM initiatives 
3.2 Assess the probability of success of your KM initiative in improving your 
performance measures (effectiveness measure) 
3.3 Choose an appropriate method to assess the impact of each KM initiative 
on your business performance 
3.4 Identify the cost for each KM initiative and the possible benefits (efficiency 
measure) 
3.5 Prioritize your KM initiatives based on the two measures of performance. 
D.} Kondo (2006) proposes five steps to a successful KM initiative as follows: 
1. Understand key business drivers - focus on bottom line; develop business 
case; develop and measure suitable metrics 
2. Get executive sponsorship - utilise senior management support to transform 
the organisational culture and make it more KM friendly 
3. Analyse knowledge - identify and collect only the knowledge that affects the 
business drivers 
4. Provide rewards and recognition - for example, use a balanced scorecard 
approach for employee performance assessment that includes knowledge 
contributions as a criterion 
5. Implement in phases - this helps to manage and measure employee 
adoption of the initiative as well as identifying best practice in each phase that 
can be leveraged in the next phase. 
E.} Bishop et al. (2008) present eight steps for effective KM, based on critical 
success factor analysis: 
1. Establish a high level of understanding and a clear definition of KM 
throughout the organisation 
2. Ensure that the KM initiative fits with the needs of the individuals and the 
organisation's business objectives 
3. Integrate the initiative seamlessly into the organisation and the daily lives of 
105 
Goal-Oriented Knowledge Management 
employees 
4. Implement KM champions and a supporting team 
5. Establish top-level support 
6. Clearly demonstrate and communicate the benefits and initial successes of 
the initiative 
7. Determine the suitability of financial and non-financial rewards 
8. Achieve a balance between people and IT. 
F.} Chang et aL (2008) suggest six steps for organisational KM: 
1. Ascertain the mission of the KM project and set up the priority and schedule 
of a KM working group 
2. Identify the critical knowledge items: find out the map of core competence 
and critical essential terms in each relevant business subject from interior and 
exterior experts 
3. Identify the owners of critical knowledge: work out whom these knowledge 
items belong to and how to transfer them from exports 
4. Set up one or multiple knowledge structures for a business: set up the 
ontology model and keywords of the organisational thesaurus 
5. Set up incentives for knowledge creation and provide efficient mechanisms 
for knowledge sharing 
6. Set up appropriate information systems to streamline KM processes: suggest 
a specific framework to be one of the common protocols for information transfer 
and integration. 
The six approaches presented above were analysed and compared so as to 
identify which KM factors (as presented in section 5.2) they seem to take into 
consideration. The results of this analysis are presented in Table 5.4. 
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I goals & priorities ./ ./ ./ ./ ./ ./ 
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I organisational structure ./ ./ ./ 
i organisational processes ./ ./ ./ ./ ./ l 
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Table 5.4: Analysis of inclusion of factors that influence KM in the six approaches that demonstrate goal-oriented thinking 
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As can be seen from Table 5.4, none of the six KM approaches seem to take 
into consideration all of the identified KM factors. Dataware Technologies Inc. 
(1998, cited in RUbenstein-Montano et al. 2001) and Bishop et al. (2008) share 
the top position with seven out of eleven KM factors considered in their 
approach. In addition to the consideration of KM factors, each of the six KM 
approaches demonstrates other advantages and disadvantages. For example, 
Dataware Technologies Inc. (1998, cited in RUbenstein-Montano et al. 2001) 
demonstrates many stages and sub stages, yet some of these seem quite 
generic and it is not clear how they would be achieved. Nesbitt's (2002) 
demonstrates a strong focus on the preparation of a KM initiative as well as the 
evaluation of its performance, but offers little advice about the actual 
implementation phase. Robinson et al. (2004) demonstrate a strategically 
phased approach but seem so heavily focused on performance measurement 
that they neglect some very significant KM factors, e.g. leadership, sponsorship 
and organisational culture. Kondo's (2006) approach presents five steps and yet 
analysis of these steps leads to the conclusion that there is more than one 
major activity involved in each step. In addition, Kondo's approach caters for 
motivational aids as well as HR management and yet mentions nothing about 
HR development. Despite demonstrating a focus on goal-orientation, Bishop et 
al. (2008) start with providing a company-wide working definition of KM prior to 
defining the KM initiative's goals. This seems in contrast to goal-oriented 
thinking for KM. Chang et al. (2008) demonstrate such a strong focus on 
knowledge mapping, terminology and ontology in their approach that it seems to 
be to the detriment of other important KM factors, e.g. leadership and 
sponsorship, organisational culture and performance measurement. 
All of the KM approaches discussed above demonstrate advantages and 
disadvantages as well as differing levels of consideration for the critical KM 
factors identified in section 5.2. None of these approaches, however, seem to 
present a complete and holistic goal-oriented KM methodology. This has 
reaffirmed the need for such an approach and the following section presents a 
methodology that has been developed in response to this need. 
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5.5 The GOKM methodology 
The primary purpose of this research is to develop and evaluate a new goal-
oriented KM methodology that can support both long-term strategic goals as 
well as aid in solving short-term operational problems. After taking into 
consideration the key lessons learnt from the pilot KM study that was carried out 
at Danwood, the review of factors and enablers that influence KM and the 
review of existing KM methodologies that demonstrate a goal-oriented focus, 
the following methodology is proposed for Goal-Oriented KM (GOKM): 
1. Identify one or more strategic goals or operational problems that are of 
significant priority to the organisation and can be supported by a KM initiative 
2. Assess the impact of the goals or problems, including an estimate of the 
associated costs and benefits 
3. Carry out a scoped knowledge audit to identify the knowledge gaps that are 
contributing to the problem or will help to deliver the goal if closed 
4. Design a KM initiative that focuses on addressing the specific goals or 
problems 
4.1 Consider technology enablers that will need to be put in place in order to 
implement the initiative 
4.2 If applicable, consider the necessary adjustments to organisational structure 
and processes 
4.3 If applicable, consider any implications on human resource management and 
development 
5. Prepare a business case that justifies the cost of implementing the solution 
by comparing it with the costs and benefits, derived in step 2 
6. Secure senior support and sponsorship based on the business case from 
step 5 
7. Define measurable success criteria (e.g. cost, time, etc.) based on the goals 
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or problems to be addressed 
8. Identify the predominant organisational culture and how this will. impact on 
the approach 
9. Gain workforce buy-in, based on the organisational culture identified from 
step 8 
10. Identify suitable reward systems to encourage participation in the KM 
initiative 
11. Implement the KM initiative in a pilot scope 
12. Evaluate the success of the pilot against the defined criteria from step 7 
13. Use the proven success to facilitate a wider roll out of the solution and to 
promote new proposals to solve further problems. 
It is important to underline that not all steps would always be mandatory. The 
size and scope of the initiative, as well as the particular context in which it is to 
be applied, will influence the level to which each step should be carried out. 
Each of these steps will be illustrated in practice, via a series of case studies in 
industry, as outlined in the following section. 
5.6 Identifying opportunities to test GOKM in industry 
The next stage in this research project was to seek out opportunities to test the 
GOKM methodology in industry, via action research and participant observation. 
This is essential in order to gather evidence of the methodology's ability to 
contribute to organisational goals and problem solving. Danwood's senior 
management agreed to continue participating in this research and provided the 
first environment in which to test GOKM. This excellent opportunity to evaluate 
and refine the methodology at Danwood is described in Chapter 6. However, it 
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was recognised that it would also be important to test GOKM in other 
organisations in order to ensure further refinement and wider applicability of the 
methodology. The author and his research supervisors therefore sought 
opportunities to leverage business relationships and partnerships in order to 
invite more organisations to participate in this study. This resulted in the 
implementation and evaluation of GOKM at HSBC (described in Chapter 7) and 
HBOS (described in Chapter 8). 
5.7 Summary 
This chapter has presented the Goal-Oriented KM (GOKM) methodology. The 
three key influencers that shaped this methodology were: the review of existing 
KM approaches that demonstrate goal-oriented thinking (Chapter 2), the pilot 
KM study that was carried out at Danwood (Chapter 4) and the review of factors 
that influence KM (Chapter 5). In addition, the special importance of the 
relationship between KM and organisational culture has been underlined. This 
chapter completes Objective 1.2 (identify key success factors and barriers for 
effective KM implementations) and Objective 3 (design a goal-oriented KM 
methodology, based on analysis of KM methods from the literature review as 
well as lessons leamt from the pilot study). The following chapter focuses 
specifically on addressing Objective 4 (implement the goal-oriented KM 
methodology in industry and evaluate its ability to address specific 
organisational problems with pragmatic metrics) and Objective 5 (refine the 
goal-oriented KM methodology, based on lessons learnt from implementing in 
industry) by implementing and evaluating GOKM at Danwood. 
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Chapter 6: Case Study of GOKM at Danwood 
"There is a way in which the collective knowledge of mankind 
expresses itself, for the finite individual, through mere daily living ... 
a way in which life itself is sheer knowing." 
*** Laurens Van der Post *** 
6.1 Chapter overview 
This chapter presents the step-by-step implementation of the GOKM 
methodology at Danwood. This begins with identifying a key problem at 
Danwood - the end-to-end processing time of sales orders - and is followed by 
an estimation of the impact of the problem in terms of costs and other metrics. 
The next step is to carry out a scoped knowledge audit that focuses speCifically 
on identifying the knowledge gaps in the sales order process. A new proposal is 
then presented in which some of Danwood's core departments are restructured 
in order to create a knowledge-driven centre of excellence. Following approval 
by Danwood's board of directors, the implementation of the proposal is carried 
out and the key observations are discussed. Finally, the GOKM methodology is 
revisited in order to show how the lessons learnt from this case study have 
helped to refine the approach. 
6.2 Goal analysis: "reducing processing time of sales orders" 
This section describes the application of GOKM step 1 (identify one or more 
strategic goals or operational problems that are of significant priority to the 
organisation and can be supported by a KM initiative) and GOKM step 2 
(assess the impact of the goals or problems, including an estimate of the 
associated costs and benefits). 
The first step in the application of GOKM at Danwood was to identify a 
significant problem that could be fully or partially resolved by a KM initiative. 
Following the one-to-one meetings with senior members of the executive board, 
it was clear that there was one particular problem that was a common theme in 
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these discussions. More specifically, it had been noticed that the average time 
that was needed (approx. 14 days) to receive, process and deliver an order to a 
customer was significantly higher than the target time (7 days). This had a 
serious impact on financial costs while also causing a negative effect on 
customer satisfaction and colleague morale. 
A simple analysis of Danwood's order book revealed the key issues and 
associated cost implications: 
29% of orders were on hold, resulting in 83% of stock being tied up without 
generating profit. The 29% of orders on hold were further broken down as: 
• 12% of orders were on hold due to incomplete customer information I 
paperwork 
• 17% of orders were on hold due to a breakdown at one of the order 
processing stages but with no detailed information that could explain the 
cause. 
The average order lead time of 12-14 days resulted in cost implications, such as 
extra manpower needed to investigate the cause of order hold-ups (salaries 
could n ot be disclosed) and high postage costs, which had to be paid by 
Oanwood, due to having to deliver goods with an express courier in order to 
reduce the delay. Danwood's courier agreement was not available for review. 
However, it was estimated that each delayed order reduced profits by an 
average of 5% due to the associated express postage costs. 
All the stock that was allocated to orders that were on hold was causing a 
significant shortage of warehouse space. This had an impact on costs, due to 
having to pay the lease (lease amount could not be disclosed) for the 
warehouse space, which was primarily being taken up by stock that was not 
generating profit. In addition, there were also additional costs associated with 
having to employ extra manpower (salaries could not be disclosed) to manage 
the shortage of warehouse space. 
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According to managers that were interviewed, some of the fundamental 
contributors to the order delays were: lack of communication between 
departments; lack of visibility of order progress and the reasons for the delay; 
and repetition of tasks, caused by the aforementioned lack of communication 
and visibility. In addition, order delays also had a knock-on effect that caused 
further problems, e.g. receiving a significant number of complaints from 
customers due to late delivery and colleague morale being impacted by a lack 
of knowledge to solve the issues. 
The next step was to conduct a knowledge audit and further analysis of the 
sales order process in order to verify if the above perceived causes were 
accurate and whether there were other causes to be identified and addressed. 
6.3 Scoped knowledge audit with collaborative mapping 
technology 
This section describes the application of GOKM step 3 (carry out a scoped 
knowledge audit to identify the knowledge gaps that are contributing to the 
problem or will help to deliver the goal if closed). 
The end-to-end sales order process and associated activities provided the 
scope for a knowledge audit at Danwood. The purpose of this knowledge audit 
was to identify the knowledge gaps that were contributing to the problems that 
had been identified in section 6.2 and, possibly, to discover potential solutions 
that already existed within the system. 
6.3.1 Seoped knowledge audit approach 
As previously discussed in Chapter 4 and Chapter 5, knowledge audits are an 
important part of a KM initiative. Knowledge audits often result in the production 
of knowledge maps and intellectual asset locators (Pemberton, 2004). A 
knowledge map is a visual representation of an organisation's knowledge 
resources and the relationships and processes that connect them (Nesbitt, 
2002). Knowledge maps help clarify what has been learned, and what needs to 
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be learned, identify knowledge deficits which must be addressed and 
discrepancies between perception of what is thought to be known and what is 
actually known (Call, 2005). 
As demonstrated in Chapter 4, a knowledge audit can be conducted by one or 
more external consultants via interviews and similar data-collecting exercises. 
This is usually followed up with a report to senior management that 
recommends changes and optimisations. This method can be expensive, time-
consuming and potentially inaccurate because it is heavily based on how much 
employees will be prepared to reveal to the "outsider" consultant, as well as 
having to rely on the consultant's individual perception of the data. The end 
result can often be an idealistic rather than realistic view of the organisation's 
operations and by the time it is completed it can also be out-of-date. 
As an alternative to this approach, the knowledge audit that was conducted in 
this case relied on the collective effort of in house knowledge-building teams. 
These teams were not specially formed for this purpose. They were existing 
teams within the organisation that shared common characteristics and 
participated in linked business processes. This approach is based on the 
assumption that the people that execute business processes are considered to 
be the experts and are therefore likely to make significant suggestions for 
improvement, based on their experience. This also increases the chances of 
achieving colleague "buy-in" to help make the initiative a success as it provides 
a more personal motive. By collaborating with colleagues, it became possible to 
produce knowledge based process maps that were ideal for identifying areas for 
improvement. This also ensured that the knowledge audit was conducted a lot 
faster and that the accuracy of the knowledge maps was higher. This approach 
also assisted staff in further understanding their role in the overall process 
structure of sales order processing. 
A simple analysis of Danwood's organisational structure identified 110 
colleagues in 13 business units that were involved in some part of the end-to-
end sales order process. It quickly became apparent that it would not be 
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practical in terms of time and resources to try and conduct the knowledge audit 
on a one-to-one basis with 110 colleagues. Instead, the author enlisted the help 
of 18 team leaders to take ownership for the knowledge audit within their 
respective teams. 
The aforementioned team leaders were introduced to the fundamental concepts 
of KM and GOKM (on a need to know basis, i.e. "making it relevant") in the 
Danwood context via a series of presentations and workshops. This was 
followed by an explanation of a knowledge audit and how this was going to be 
used at Danwood to identify knowledge gaps that were contributing to the 
problems and delays in the sales order process. 
It soon became apparent that in order to conduct the knowledge audit efficiently 
it would be important to source the right technology as an enabler to the chosen 
approach. This proved to be more of a challenge than initially anticipated. The 
author was asked to compare offerings from companies that specialised in 
process/knowledge mapping software. External consultants, representing 
Microsoft Visio, SmartDraw, QMAP and Man Dos, delivered a series of 
demonstrations. All of these software suites were found to be interesting but not 
in line with the chosen approach. They were better suited to the traditional 
approach of one or a few consultants/analysts using the software to perform all 
the knowledge mapping. However, the fifth demonstration, delivered by Triaster, 
offered an alternative proposition that appeared to be a good match to the 
approach that had been recommended at Danwood. Triaster's software, 
Process Navigator (Triaster, 2004), was based on a methodology of 
collaborative, bottom-up process mapping, where the activity of process 
mapping is carried out by colleagues themselves, rather than someone 
external. This approach was parallel to the approach of bottom up knowledge 
mapping that had been recommended. This provided an opportunity to use 
Process Navigator for knowledge mapping rather than just process mapping 
and offered the opportunity for product improvement for Triaster, while also 
supporting the chosen KM audit approach. 
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The team leaders were trained in the use of Process Navigator (that had been 
customised to enable knowledge mapping) and took ownership of training their 
own team and producing high quality knowledge/process maps. These were 
collated by the project manager (the author) in order to build the entire map of 
the sales order process and present it to senior management. 
The aforementioned approach to knowledge auditing and mapping is presented 
in Figures 6.1 and 6.2. 
6.3.2 Outputs of the seoped knowledge audit 
The output of the knowledge audit was a collection of knowledge/process maps 
and associated documents. The key maps are presented in Figure 6.3 
(overview of the Danwood sales order process) and Figure 6.4 (Danwood 
process for sales order communication between branches and Head Office). 
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. Analysis of the knowledge audit outputs highlighted the following inefficiencies 
in the sales order process: 
• High-level of process complexity 
• Large amount of paperwork 
• Outdated/slow methods of order document delivery and workflow 
• Lack of common visibility of order progress across all departments 
• Lack of a single point of contact / owner of the sales order end-to-end 
• Ad-hoc rather than structured communication channels between departments 
• Critical knowledge "owned" by individuals in widely dispersed locations 
The following section demonstrates how a knowledge-based solution was 
designed and implemented in order to address the aforementioned 
inefficiencies. 
6.4 Designing a knowledge-based solution to improve the sales 
order process 
This section describes the application of GOKM step 4 (design a KM initiative 
that focuses on addressing the specific goals or problems) and GOKM step 5 
(prepare a business case that justifies the cost of implementing the solution by 
comparing it with the costs and benefits, derived in step 2). 
6.4.1 Approach to designing a solution 
The approach taken to design a solution for the problematic sales order process 
was an adaptation of Morey's (2001) approach to process-oriented KM, which 
was previously discussed in Chapter 2. Morey's approach is based on Goldratt's 
(1994) Theory of Constraints (TOC). Goldratt identified that within an 
organisation's operational framework there are business processes that act as 
the "weaker links" in the system and provide a "constraint" that stops the 
organisation from achieving higher performance. Rather than focusing on 
improving the entirety of the business processes, as suggested by other 
theories in the same field e.g. Total Quality Management (TQM), Goldratt 
believes that management should invest their limited resources into the 
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processes that will actually have an impact on the bottom-line. According to 
TOe theory, business processes are interlinked in a way that is analogous to a 
steel chain. In order to strengthen the chain, one must strengthen the weakest 
link. If a link other than the weakest is strengthened, the strength of the whole 
chain is not increased (Motwani et aI., 1996a). 
Through combining process-oriented KM with TOe theory, it is possible to 
create an approach where KM efforts are focused on the weakest business 
processes that need the most attention - in this case, Oanwood's sales order 
processes and the inefficiencies that were highlighted in section 6.3.2. 
6.4.2 The proposed solution 
The proposed solution for addressing the issues with Oanwood's sales order 
process was, in essence, a restructure of the core business departments. The 
expectation was that this would creale a knowledge-driven centre of excellence, 
named as the Sales Order Support (SOS) Team, which would significantly 
reduce the time needed for end-lo-end processing of sales orders. This 
proposal was approved by Oanwood's executive board of directors. The 
conceptual model is presented in Figure 6.5. 
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In order to build a robust business case for the SOS project, an estimation of 
the costs of implementing the proposed model was performed, in order to 
compare them with the costs of the problems that were identified in section 6.2. 
The estimated implementation costs consisted of: 
• £19k for an electronic document management (EDM) system, based on 
software, consultancy and training fees. This was, in fact, a heavily discounted 
price, due to the fact that the provider (INVU) was one of Danwood's business 
partners 
• £18k for software development that would be needed to upgrade MXP 
(Danwood's main enterprise management software system) so as to "interface" 
with the EDM system 
• £24k for additional MXP software licences, provided by Progress software 
company 
• £2k for additional MXP user training of the new features 
• £35k for hardware costs (twenty Panasonic Duplex Scanners). 
This produced a total estimated cost of £98k that had to be taken into account 
for the business justification of the SOS project. This cost may initially seem 
quite high, but when compared to the costs of the problems described in section 
6.2 could be seen as comparatively low. The next step was to engage with 
Danwood's senior management so as to define the success criteria of the 
project and seek approval for the associated investment. This is described in 
the following section. 
6.5 Securing senior support and defining the success criteria 
This section describes the application of GOKM step 6 (secure senior support 
and sponsorship based on the business case from step 5) and GOKM step 7 
(define measurable success criteria based on the goals or problems to be 
addressed). 
Gaining the support of senior management is essential to the endurance and, 
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ultimately, the success of a KM initiative. This is true mainly because it seems 
to be the only way to ensure that the necessary investment, resources and 
political influence are readily available. One of the most common methods of 
attempting to initiate KM in organisations seems to have been by"evangelising" 
the positive impact it could have. However, as Ellis (2003) explains, senior 
management tends to instinctively respond to this kind of attempt with questions 
regarding budgets, resources, additional workloads and return-on-investment. 
Indeed, this approach has demonstrated little evidence of success. In the 
majority of cases it seems to have resulted in "overselling" the benefits, 
especially when considering realistic business timescales and expectations, and 
the idea is either never taken up or dropped very soon. 
By examining successful KM initiation methods and applying similar principles 
at Danwood, the two key methods that were identified for gaining high-level 
management support for KM were: a.) integrating KM with critical business 
needs and b.) adapting to the organisation's "corporate vocabulary". Ellis (2003) 
demonstrates an interesting example at HSBC bank where he framed KM as a 
method of minimising business risk, which is a matter of paramount importance 
in the financial services industry. This aided in securing support for a range of 
KM activities. McDermott and O'Dell (2001) also provide a good example with 
"Ford 2000", a business initiative at Ford, where the focus is set on the strategic 
objective of reducing complexity, reinvention and time-wasting in the product 
development cycle. These are described as "the mechanisms through which 
sharing knowledge is enabled in Ford". 
Language is central to the evolution and acceptance of new ideas, and this is 
particularly true for the rise of KM in becoming an accepted management 
discipline (Anklam, 2002). Every organisation has a set of words and phrases 
that are unique to the organisation and anyone outside its environment would 
not be able to understand their meaning. This "corporate vocabulary" is very 
difficult to penetrate and change by bringing new terms into it like "KM". 
McDermott and O'Dell (2001) report that Ford's product development group 
does not talk about "KM" or "sharing knowledge". Instead they use the term 
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"complete analysis". In a similar manner, Lotus uses "collaborating" and AMS 
uses "leveraging" as vehicles for deploying KM initiatives that are grounded on 
pre-existing corporate vocabulary and core cultural values. An example of 
corporate language adapted at Danwood is "collective management", a term 
often used by senior management to describe new initiatives that have an all-
encompassing focus on cross-departmental process improvement. 
Having recognised the importance of adapting to corporate language in order to 
gain senior support, the business case was presented to senior management in 
order to gain acceptance and define the success criteria of the Sales Order 
,Support (SOS) project. Danwood's senior management made it clear that it was 
important for them to see a significant focus on the key issues that were 
identified in section 6,2. Therefore, the main success criteria, as agreed with 
Danwood's senior management, were to: 
• reduce average number of days for end-to-end order process from 14 to 7 . 
• reduce overdue orders from 29% to 10% 
• reduce stock on hold for overdue orders from 83% to 33% 
The author explained to Danwood's senior management that these targets 
seemed quite ambitious, but that every effort would be made to reach as close 
as possible to achieving them, In addition, it was highlighted that there were 
other factors, outside of the control of the project, that could influence these 
targets and therefore it would not be easy to demonstrate the exact amount of 
contribution that the project would have made towards these goals. Danwood's 
senior management accepted this "caveat" and seemed to support the notion 
that, nevertheless, they expected that the SOS project would make a significant 
contribution towards these goals, even if it were hard to measure the exact 
amount. They also agreed that the estimated costs of the implementation, as 
described in section 6.4.2, were justifiable in comparison to the expected 
benefits to be delivered. 
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6.6 Implementation of the new sales order support (50S) team 
This section describes the application of GOKM step 8 (identify the predominant 
organisational culture and how this will impact on the approach), GOKM step 9 
(gain workforce buy-in, based on the organisational culture identified from step 
8), GOKM step 10 (identify suitable reward systems to encourage participation 
in the KM initiative) and GOKM step 11 (implement the KM initiative in a pilot 
scope). 
As previously mentioned in Chapter 5, from a KM perspective, it is not 
necessary to perform an in-depth analysis of organisational culture. It is 
sufficient to identify those core values that will have the most potential to shape 
the KM effort. Based on this and due to time constraints, the author provided an 
individual assessment based on one-to-one interviews I discussions with 
representatives from all core departments at Danwood and this led to the high-
level conclusion that Danwood predominantly demonstrated the Power Culture 
in Handy's (1985) typology (previously discussed in Chapter 5). 
6.6.1 Building strategic relationships with the workforce 
Adapting to the corporate language appears to be equally important when 
building strategic rel~tionships with the workforce as it is when trying to secure 
sponsorship from high-level management. Previous experience at Danwood 
has highlighted that using too much technical jargon and adding hype is not an 
effective way of impressing an audience - in fact, it may even have a negative 
effect, e.g. loss of credibility. Ellis (2003) suggests that KM principles should be 
explained on a need-to-know basis (make it relevant) and labelled with 
established business words, in order to attract more positive attention and gain 
faster support. 
Once the support and sponsorship of high-level management had been secured 
at Danwood, it was time to focus on achieving the "buy-in" of the workforce. 
This task was executed as an incremental process by starting at the 
departmental level and spreading across the company on a step-by-step basis. 
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When deciding whom to approach in the workforce, it was essential to identify 
the "key influencers" that needed to be involved in order to enlist their help to 
deliver substantial and sustainable organisational change and improvement. 
Within the group of "key influencers" it was also important to recognise the key 
experts and activists that were likely to help in driving the new initiative 
throughout their departments and across the organisation. These are often 
referred to as "knowledge champions· and were identified via a form of social 
network analysis (SNA). However, rather than follow the traditional approach to 
SNA (e.g. draw up a graphical map of people contacts), due to time constraints, 
it was necessary to speed up the process by relying on informal discussions 
with colleagues. The basic criteria for suggesting colleagues as knowledge 
champions were: relevance of daily business activities and expertise, level of 
interaction with the sales order process and reputation for collaborative 
behaviour. One interesting observation was that in quite a few cases the choice 
of knowledge champions was not confined to the boundaries of formal 
organisational and team structures. 
McDermott and O'Dell (2001) explain that organisational culture is not 
homogeneous. There are always subcultures, sometimes simply different from 
the organisation as a whole, sometimes in opposition to it. Their advice is to 
recruit the support of people or divisions in the organisation that already 
demonstrate knowledge-sharing behaviours. Ellis (2003) agrees and also 
underlines the importance of building a good relationship with the people in the 
IT department, as they have access to useful resources that can aid the KM 
deployment process. 
The initial reaction of Danwood's workforce when being initiated to the project 
was a sense of disbelief. It seemed that they were accustomed to hearing about 
new initiatives that promised to transform the organisation but never actually 
"delivered". It was necessary at this point to ensure that two "messages" were 
effectively delivered to the workforce. The first was to demonstrate that senior 
management was committed to the project and that all proposed activities had 
been authorised. As Connelly and Kelloway (2003) explain, this is a very 
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important task because perceptions about management's support for 
knowledge sharing are essential to the creation and maintenance of a positive 
knowledge sharing culture in an organisation. They also agree with Martiny 
(1998) that uncertainty about leadership commitment to knowledge sharing is a 
key challenge in the deployment of KM. The second "message" was that the 
new initiative gave the opportunity to the workforce to not only participate in, but 
also take ownership of making the project successful. This was a fundamentally 
different approach to being assigned a passive role in an improvement initiative 
and therefore had the potential to increase motivation. Communicating the 
wider aspects of improvement is, of course, important, although this perhaps 
has less chances of securing staff commitment than highlighting personal 
benefit in day-to-day business operations. In other words, a traditional "cost 
cutting and overall effiCiency" improvement scheme, generally, did not seem to 
inspire employees into wanting to actively and continuously contribute towards 
its goals. Therefore, the focus was set on communicating those personal 
benefits for participating employees that were also expected to have a positive 
effect on overall team and organisational performance. 
6.6.2 Coaching team leaders as KM facilitators 
As advocated in Chapter 5, adapting the KM effort to the particular 
organisational culture is a useful method for quickly attracting interest and 
support. It is important to underline that coaching team leaders as KM 
facilitators is not, in this instance, seen as a way of trying to change the 
organisational culture to fit KM. Instead, the intention is to use it as a way of 
securing workforce buy-in, within the context of Danwood's "Power Culture". 
To enable the workforce to participate in the initiative and, just as importantly, to 
make this participation visible, a new role of middle managers and team leaders 
as facilitators of knowledge based working was established. This gave team 
leaders additional responsibilities, such as: 
• Acting as the interface between senior strategic direction for KM and the 
actual implementation of KM "on the front-line" 
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• Facilitating the acceptance of change by increasing awareness and 
understanding of the change and promoting a belief in its value and a 
commitment to its success 
• Developing their team's collective learning capability by creating an 
environment that highlights knowledge sharing as a core competence. 
Mentoring team leaders to endorse and promote the Sales Order Support 
(SOS) project was one of the first steps to be carried out. They, in turn, were 
expected to propagate the new paradigm to their own teams and facilitate SOS 
as part of their new role. This presented a dilemma between creating a sense 
of urgency to perform and providing team members with enough time and 
resources to develop and exchange value-creating knowledge. This was a 
"balancing act" that needed time to be refined. As a guideline, team leaders 
were advised to allocate resources to those knowledge-creating activities that 
they expected to have the most potential to contribute towards the specific 
business goals. 
The new role of team leaders as change agents for the acceptance of 
knowledge-based working and as facilitators of knowledge-based working in the 
longer term was underlined. This in turn highlighted the need to help the team 
leaders with unlearning the traditional "command and control" management 
style that they were accustomed to and moving towards "facilitation" as their 
primary role. 
6.6.3 Reward and recognition for knowledge sharing 
As previously discussed in Chapter 5, many authors have highlighted 
motivational aids for knowledge sharing as a significant catalyst for KM 
success. In many cases, authors have explicitly advised against financial 
rewards, recommending intangible rewards instead, such as peer recognition, 
learning opportunities, greater autonomy and linking to annual job performance 
review. In addition, a particular focus on group-based compensation has been 
highlighted as a significant enabler for knowledge exchange. 
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Senior management at Danwood had been introduced to the major concepts 
that underpin KM and were therefore able to appreciate that extrinsic rewards 
for knowledge sharing, e.g. company bonds, may result in knowledge 
contributions of questionable quality, i.e. volume rather than value driven. 
Senior management agreed that intrinsic rewards for knowledge sharing, such 
as recognition and career development would have greater chances of long-
term success. Some typical intrinsic rewards were put into immediate action. 
Individuals were recognised for their knowledge contributions via publications 
on the company's Intranet and newsletters, some performance reviews were 
refined to include evidence of knowledge sharing as a criterion and new career 
prospects were developed, e.g. a new Mergers and Acquisitions specialist role. 
All of the above resulted in a large influx of knowledge sharing and self-
acknowledged knowledge based working because employees began to realise 
the "real" value of exchanging knowledge. 
6.6.4 The HR and technical implementation to support the new 50S model 
The new SOS model was implemented at Danwood in three main phases in 
order to carefully manage the transition and guide colleagues into the new 
working paradigm, while delivering benefits with each phase. The first phase 
involved the formation of the new organisational team structures, including the 
SOS team. This was followed by the implementation of electronic document 
management (EDM) technology to support the new process. The third phase 
involved the upgrade of Danwood's main enterprise management software 
system (MXP) to work with the EDM system and support the new process. 
The implementation model of the new approach for sales order proceSSing and 
communication between branches and Head Office is presented in Figure 6.6. 
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Figure 6.6: The implementation model of the new approach for sales order processing / communication 
between branches and Head Office 
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6.7 Evaluation of the success of GOKM and future direction at 
Danwood 
This section describes the application of GOKM step 12 (evaluate the success 
ofthe pilot against the defined criteria from step 7) and GOKM step 13 (use the 
proven success to facilitate a wider roll out of the solution and to promote new 
proposals to solve further problems). 
Following the application of GOKM at Danwood and the subsequent 
implementation of the 808 project, the Danwood order book was reanalysed so 
as to measure performance against the agreed success criteria. The results are 
presented in Table 6.1. 
Success criteria Baseline Target 
Average number of days for end-to-end order 
14 days 7 days 
process 
Overdue orders 29% 10% 
Value of stock that is associated with orders 
83% 33% 
on hold 
Table 6.1: Performance against the success criteria agreed with 
Danwood's senior management 
Actual 
8.5 days 
16% 
48% 
Although the target values for the success criteria had not been fully achieved, 
the results were nevertheless commendable. as expressed by Danwood's 
senior management. After all, the target values had seemed quite ambitious, as 
previously mentioned in section 6.5. Interestingly, it later became apparent that 
Danwood's senior management were fully aware of this but insisted so as to 
"aim as high as possible". Furthermore, the ongoing application of the 80S 
project as well as other GOKM initiatives were expected to contribute further to 
achieving the target values. 
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As previously discussed in section 6.5, it is quite challenging to clearly 
demonstrate the exact amount of contribution made by GOKM and the SOS 
project towards the achievement of the success criteria, due to the influence of 
other factors that were outside of the control of the project. However, all of 
Danwood's senior managers agreed that GOKM and the SOS project had made 
one of the most significant contributions towards success. 
In addition to the main success criteria, there were also additional benefits 
delivered, such as: 
• Problems with orders identified much earlier, potentially leading to reduction 
in stock levels 
• Reduction of process complexity and therefore expected reduction in errors 
and repetition 
• Common visibility of order progress across all departments 
• Structured communication channels between departments 
• Single owner of the sales order end-to-end (Sales Order Manager) 
• Improved escalation structure for dealing with hold-ups in the process 
• Knowledge and expertise of managing sales orders in central SOS team 
• Key man dependencies removed as SOS team members can provide cover 
for each other 
• SOS team provides specialist knowledge and support to other teams in the 
process chain 
• Improvement in efficiency of document flow (speed and cost) 
• Reduction of paperwork and postage, which produces cost savings 
• Phased reduction of staff headcount for sales order administration giving 
more cost savings 
• Reduction in regular training requirements at branch level 
• Scalability to accommodate future evolution of sales order processing system 
The success of the application of GOKM at Danwood, via the SOS project, was 
used to promote the initiation of new KM initiatives. This continuation of KM 
initiatives was handed over to other Danwood employees, before leaving to test 
GOKM in other organisations. The most notable KM initiative to follow the one 
136 
Goal-Oriented Knowledge Management 
described in this chapter was one that aimed to build a centrally managed 
knowledge base of all Danwood processes, in order to evaluate them and bring 
further improvements in a similar way to the SOS project. In addition, this would 
also provide useful evidence for annual audit purposes as well as material for 
staff training sessions. The initial proposal was drawn up and handed over to 
Danwood's Process Quality Manager, prior to the author's departure, for 
implementation. 
6.8 GOKM methodology review after implementation at 
Danwood 
The purpose of this section is to revisit the GOKM methodology and explain 
how the implementation at Danwood helped to further refine the methodology. 
This is in line with the grounded theory approach, as described in Chapter 3, 
that emphasises the need for theories to be grounded in empirical reality 
(Glaser and Strauss, 1967; Strauss, 1987), by providing an iterative loop for 
theory, checking and refinement (Denscombe, 2002). 
6.8.1 The refinement ofthe GOKM methodology 
Following the implementation at Danwood and taking into account the key 
research findings, the GOKM methodology has been revised as follows 
(amendments appear in bold font): 
1. Identify one or more strategic goals or operational problems that are of 
significant priority to the organisation and can be supported by a KM initiative 
2. Assess the impact of the goals or problems, including an estimate of the 
associated costs and benefits 
3. Carry out a scoped knowledge audit to identify the knowledge gaps that are 
contributing to the problem or will help to deliver the goal if closed 
3.1 Consider the technology enablers that will need to be put in place in order to 
earry out the seoped knowledge audit 
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4. Design a KM initiative that focuses on addressing the specific goals or 
problems 
4.1 Consider technology enablers that will need to be put in place in order to 
implement the initiative 
4.2 If applicable, consider the necessary adjustments to organisational structure and 
processes 
4.3 If applicable, consider any implications on human resource management and 
development 
5. Prepare a business case that justifies the cost of implementing the solution 
by comparing it with the costs and benefits, derived in step 2 
6. Secure senior support and sponsorship based on the business case from 
step 5 
6.1 Adapt to corporate language when engaging with senior management 
7. Define measurable success criteria (e.g. cost, time, etc.) based on the goals 
or problems to be addressed 
8. Identify the predominant organisational culture and how this will impact on 
the approach 
9. Gain workforce buy-in, based on the organisational culture identified from 
step 8 
9.1 Adapt to corporate language when engaging with the workforce 
9.2 Identify potential knowledge champions 
9.3 Develop managers as KM facilitators 
10. Identify suitable reward and/or recognition systems. to encourage 
participation in the KM initiative 
11. Implement the KM initiative in a pilot scope 
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12. Evaluate the success of the pilot against the defined criteria from step 7 and 
highlight additional benefits 
13. Use the proven success to facilitate a wider roll out of the solution and to 
promote new proposals to solve further problems. 
The next stage of this research was to test the refined GOKM methodology in a 
different environment. An opportunity arose to implement and evaluate GOKM 
at HSBC Bank, as presented in Chapter 7. 
6.9 Summary 
This chapter has illustrated the step-by-step application of the GOKM 
methodology at Danwood. This began with identifying a key problem at 
Danwood - the end-to-end processing time of sales orders - and was followed 
by an estimation of the impact of the problem in terms of costs and other 
metrics. The next step was to carry out a scoped knowledge audit that focused 
specifically on identifying knowledge gaps and inefficiencies in the sales order 
process. A new proposal was then presented in which some of Danwood's core 
departments were restructured in order to create a knowledge-driven centre of 
excellence. Following approval by Danwood's senior management, the 
implementation of the proposal was carried out and key observations were 
discussed. Finally, the GOKM methodology was revisited in order to show how 
the lessons learnt from this case study helped to refine the approach. 
As previously mentioned in Chapter 5, the next logical step in this research was 
to seek further opportunities to test the GOKM methodology via more case 
studies in industry. The purpose of this was to ensure further refinement and 
wider applicability of the methodology. The author and his research supervisors, 
therefore, sought opportunities to leverage business relationships and 
partnerships in order to invite more organisations to participate in this research. 
Thankfully, the opportunity did arise and GOKM was applied and tested at 
HSBC Bank, as explained in the following chapter. 
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This chapter has addressed Objective 4 (implement the goal-oriented KM 
methodology in industry and evaluate its ability to address specific 
organisational problems with pragmatic metrics) and Objective 5 (refine the 
goal-oriented KM methodology, based on lessons leamt from implementing in 
industry). The following chapter makes a contribution towards the achievement 
of Objective 6 (implement the refined goal-oriented KM methodology in other 
industry settings in order to test its applicability and scalability in a wider 
business context) by demonstrating the implementation and evaluation of 
GOKM at HSBC Bank. 
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Chapter 7: Case Study of GOKM at HSBC 
"Capital consists in a great part of knowledge and organisation . . . 
Knowledge is our most powerful engine of production." 
*** Alfred Marshall *** 
7.1 Chapter overview 
This chapter presents the implementation of the refined GOKM methodology in 
a case study that takes place at HSBC Bank. The problem to be addressed is 
one that many organisations have in common: a loss of critical business 
knowledge and experience each time an employee leaves their position -
especially in the case of senior management. A knowledge audit of six key 
positions (identified as requiring urgent attention) reveals the critical business 
knowledge that's at risk. This is followed by the design and implementation of a 
five-step knowledge transfer initiative to minimise the loss of critical knowledge. 
Key observations and lessons learnt from the implementation are discussed 
and the GOKM methodology is reviewed and further refined. 
7.2 Company profile: HSBC Group 
The HSBC (Hong Kong and Shanghai Banking Corporation) Group was 
established in 1865 to finance the growing trade between China and Europe. 
Headquartered in London, HSBC is one of the largest banking and financial 
services organisations in the world with approximately 100 million customers 
and 335,000 employees across 9,500 offices in 85 countries and territories in 
Europe, the Asia-Pacific region, the Americas, the Middle East and Africa. As of 
30th June 2008, HSBC's financial assets added up to GBP1,278 billion (HSBC, 
2008). HSBC's shares are listed on the London, Hong Kong, New York, Paris 
and Bermuda stock exchanges and are held by around 200,000 shareholders 
in approximately 100 countries and territories (HSBC, 2008). 
HSBC is a major user of advanced technology with an annual IT spend of 
approximately US$6 billion, part of which provides internet banking services to 
141 
Goal-Oriented lVtowledge Management 
45 million customers. In 2008, HSBC websites attracted 726 million visits 
during the first half of the year (HSBC, 2008). 
HSBC's strategic direction reflects its position as "the world's local bank" which 
is achieved via leveraging local knowledge and intemational breadth, supported 
by a strong balance sheet. HSBC is progressively reshaping its business by 
investing primarily in faster growing markets and, in the more developed 
markets, by focusing on business that has international connectivity (HSBC, 
2008). 
7.3 Problem analysis: "Losing critical knowledge when 
employees leave" 
This section describes the application of GOKM step 1 (identify one or more 
strategic goals or operational problems that are of significant priority to the 
organisation and can be supported by a KM initiative) and GOKM step 2 
(assess the impact of the goals or problems, including an estimate of the 
associated costs and benefits). 
The first step in the application of GOKM at HSBC was to identify a significant 
problem that could be fully or partially resolved by a KM initiative. Steve, Senior 
Learning and Development Consultant at HSBC, had already discovered the 
problem. Essentially, it was a problem that many organisations have in 
common: a loss of critical business knowledge and experience each time an 
employee leaves their position - especially in the case of senior management. 
The problem of knowledge loss was evident whether the employee was 
permanently leaving the company or moving internally to another position, due 
to the vast size of the organisation. Even in the case of an employee taking 
maternity leave, the standard six-month period would often be long enough for 
the effect of the knowledge loss to have a significant impact. 
HSBC did have a process for knowledge transfer in place but it was very basic 
and not strictly implemented, i.e. it was left to the discretion of the leaving 
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manager on how to handle the hand over to the successor, if one had been 
identified. The efficiency of this approach produced questionable results 
(samples available in Appendix A), which Steve had identified as ineffective 
and had collated a number of responses from senior managers indicating a 
need for a new improved approach. The author met Steve at the International 
Conference of Knowledge, Culture and Change in Organisations that took 
place in London in August 2004. This eventually led to the opportunity to test 
GOKM at HSBC with the purpose of addressing the aforementioned problem of 
knowledge loss. 
Analysis revealed six key positions that were of particular priority (six leavers 
with three successors identified at the time of the exercise): 
• Leadership Develcpment Programmes Senior Manager 
Leaver: Gareth 
Successor: James 
• Leadership Develcpment Programmes Manager 
Leaver: Tracey 
• Group PCM (Payments and Cash Management) Training Manager 
Leaver: Jeremy 
Successor: Simon 
• Regulatory and Operational Support Manager 
Leaver: Catherine 
Successor: Keith 
• Reconciliations Manager 
Leaver: Margaret 
• Register Maintenance Manager 
Leaver: Josephine 
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After identifying the problem, it was time to execute the next step in the GOKM 
methodology (identify the impact of the problem in terms of costs). The 
suggestion was to use two metrics in order to estimate the costs of the 
problem. The first suggested metric was to measure the average "time-to-
competency" of successors. Essentially, this would measure the time needed 
for a successor to have accumulated the essential knowledge needed to 
perform the role at full capacity. Time-to-competency is based on the transfer of 
critical knowledge from experienced individuals to new employees that will 
allow effective and efficient completion of assigned tasks and duties (Hack, 
2002). This time would then be converted into a monetary value, based on 
salary, training costs, etc. Reducing this time required for knowledge transfers 
equates to a significant reduction in turnover costs (Hack, 2002). The second 
suggested metric was to measure the costs of hiring external consultants to 
replace lost knowledge, before and after the implementation of GOKM. 
However, due to the effort needed to measure these, combined with the fact 
that the organisation was already "bought into" the idea of KM, it was deemed 
unnecessary to carry out these measurements. Simply put, in this instance, 
HSBC did not need "hard cost indicators" to be persuaded about the value 
added by this exercise. Therefore, they preferred that the author did not spend 
time on these metrics and proceeded to address the pressing priority of finding 
a solution to deal with the potential knowledge loss of the six key positions. It is 
also worth mentioning that, for the same reasons, it was not necessary to 
prepare a business case for a new knowledge transfer initiative - this had 
already been achieved by Steve prior to the author's involvement. 
The six key positions provided the scope for a pilot and the next stage was to 
carry out a scoped knowledge audit, as recommended by the GOKM 
methodology. 
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7.4 Scoped knowledge audit of the key positions 
This section describes the application of GOKM step 3 (carry out a scoped 
knowledge audit to identify the knowledge gaps that are contributing to the 
problem or will help to deliver the goal if closerf). 
The purpose of this scoped knowledge audit was to identify the critical business 
knowledge that was at risk in the six key positions (identified in section 7.3). 
7.4.1 Knowledge audit approach 
The knowledge audit was conducted by interviewing each of the job leavers 
and using their job description as a starting point in order to identify and 
prioritise the key knowledge requirements for that position. In addition, the job 
leavers were able to specify additional duties, which were important and not 
necessarily written in the official job description. This also included any 
"extracurricular" activities (e.g. heading up a special interest group) that may 
need to be passed on to the successor. Furthermore, the job leaver was asked 
to highlight which skills he/she used the most, in practice, to perform the role, in 
comparison to what might be suggested in the job description. The knowledge 
requirements were then analysed in order to identify which were most important 
and at most risk due to the departure of the job leaver. There was only a need 
for basic technology enablers, e.g. laptop, word-processing software etc. As 
previously mentioned in section 2.2.3, "the tools used for capturing, analyzing 
and distributing knowledge do not have to be very high tech at a"" (Call, 2005). 
7.4.2 Outputs of the knowledge audit 
The output of the knowledge audit was a collection of amended job 
descriptions, where job duties had been edited and reprioritised following an 
interview with each job leaver. An interesting observation during this exercise 
was that, often, the interviewees would prioritise their duties in a different order 
to that indicated by their original job description. It was also interesting to see 
that additional duties that were added to the job description by the interviewee 
were also often marked as "high priority". In other words, there were many 
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cases where important duties - with associated knowledge and experience -
were not in the original job description. Hence, the importance of the 
knowledge audit was reaffirmed. The editing and reprioritisation of duties also 
had an impact on the priority of knowledge and experience that had to be 
focused on during the knowledge transfer exercise. This was also expected to 
assist each successor in identifying knowledge and skills that he/she would 
need to carry out the role but had not yet acquired. An example of an amended 
job description following the knowledge audit is presented in Table 7.1. 
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1.) To directly manage the development and delivery of a suite of 
programmes which meets Group and UK based business needs, work. with 
HSBC's preferred business schools in UK, In conjunction with HRBPs 
design and source tailored leadership programmes for the UK based 
businesses, Provide advisory support for other Group businesses (pliority 
assigned by job Ie aver = 2) 
2.) To support and participate in the work of other units within Strategic 
Skills I Leadership Development (priority assigned by job Ie aver = 6) 
3.) To continually reassess the operational risks inherent in the bu,iness, 
taking account of changing economic or market conditions, legal and 
regulatory requirements, operating procedures and practices, management 
restructuring', and the impact of new technology (ptiority assigned by 
job leaver= 4) 
4.) To implement the Group Compliance Policy by containing compliance 
risk in conjunction with the relevant compliance department. The term 
'compliance' embraces all relevant laws, rules and codes with which the 
business has to comply (priolily assigned by job leaver = 5) 
MAJOR CHALLENGES not obligatory) 
HOW IT WAS ACHIEVED 
By working with senior business sponsors, line management, HRBPs 
and selected business schools, by interfacing regularly at senior level 
with partner schools and ensuring an effective working relationship 
which provides value added, tailored events for HSBC, by developing 
relationships with key HRBPs, Talent Managers and Business Heads 
and prioritise according to Group Strategy 
By working closely with managers in Individual & Team Development 
and Assessment & Development 
By addressing any areas of concern in conjunction with line 
management and lor the appropriate department 
By adhering to the bank's agreed processes/procedures - achieving a 
satisfactory Audit report 
5.) The remodelling of internal management training programmes is a major global project with design and resourcing challenges across a range of 
RGTs and businesses, (priorily assigned by job leaver= 1) 
OTHER INFORMATION (not obligatory) 
Added by job leaver: Relationship manage the implementation oCnew programmes aCl'OS' the global community oC Group Management 
Development Trainers (priority assigned by job Ie aver = 3) 
Table 7.1 Sample of job description amended during knowledge audit (amendments in bold font) 
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7.5 Designing a knowledge transfer initiative 
This section describes the application of GOKM step 4 (design a KM initiative 
that focuses on addressing the specific goals or problems). As previously 
mentioned in section 7.3, the application of GOKM step 5 (prepare a business 
case that justifies the cost of implementing the solution by comparing it with the 
costs and benefits, derived in step 2) was not necessary in this case study. 
A KM initiative was designed, based on a review of relevant academic literature 
and practitioner case studies, in order to address the knowledge transfer 
requirements of the six positions identified in section 7.3. This resulted in the 
creation of a "spin off" knowledge transfer methodology, which, if proven 
successful, could be applicable in a wider context. Indeed, this knowledge 
transfer methodology formed part of a proposal to address similar challenges at 
HBOS Bank (described in section 8.8.1). 
7.5.1 Knowledge transfer methodology 
In order to address the specific problem of losing tacit knowledge of departing 
employees, five basic steps were proposed, based on a combination and 
adaptation from Hack (2002), Knowledge Harvesting Inc (2003), Archibald 
(2004), Forryan (2004a) and Perkmann (2004): 
1. Prioritise the knowledge that was identified in the knowledge audit, in terms 
of business risk I impact if lost 
2. Design and deliver knowledge transfer workshops (KTWs) 
3. For each KTW, capture the outputs in a knowledge harvest report (KHR) 
4. Handover KHRs to corresponding job leavers for review I editing 
5. Identify and implement opportunities for improvement based on the KHRs 
The roles of participants in these five steps have been defined, based on an 
adaptation from Archibald (2004), Forryan (2004a) and Perkmann (2004), as 
follows: 
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• "knowledge holder" (the job leaver) 
• "knowledge recipient" (the job successor) . 
• "knowledge mediator" (co-ordinates the transfer of knowledge, often a 
person from the HR department, can also be a temporary recipient if a job· 
successor has not been identified yet) 
• "facilitator" (facilitates the KlWs and produces the KHRs) 
• "line manager" (line manager of job leaver and successor) 
The role of the author in the knowledge transfer exercise was as facilitator, 
while Steve was the knowledge mediator. Each of the five steps mentioned 
above are discussed further below. 
Step 1: Prioritise the knowledge that was identified in the knowledge audit, in 
terms of business risk I impact if lost 
Each knowledge holder performed the prioritising of knowledge, in terms of 
business risk and impact if lost, with the help of the facilitator and in some 
cases with the participation of the line manager. 
A framework was proposed for assessing this risk, based on a combination of 
the frameworks proposed by Archibald (2004) and Forryan (2004a). Three risk 
assessment factors were identified: relative importance (impact on operations if 
knowledge was lost), rarity (do other people in the organisation have similar 
knowledge? How specific is the knowledge to the organisation and the role?) 
and difficulty of recovery (estimated period of time and resources needed to 
recover the knowledge if lost). These three factors combined gave an overall 
knowledge risk rating. This was then used to identify and prioritise the 
knowledge, experience and skills that had to be focused on during the 
knowledge transfer workshops. 
Step 2: Design and deliver knowledge transfer workshops (KTWs) 
The Knowledge Transfer Workshops (KTWs) technique was introduced at 
HSBC, based on a combination and adaptation from Skyrme (2001), 
Knowledge Harvesting Inc (2003), Archibald (2004) and Gordon (2005). 
149 
. Goal-Oriented Knowledge Management 
The following is a list of recommended actions for the facilitator to take prior to 
each KTW. The author, as facilitator, applied these at HSBC. 
• Identify the reasons for the knowledge holder's departure. These need to be 
taken into consideration when deciding the approach to deliver the KTW. 
• Consider the knowledge recipient's background and specific knowledge 
needs 
• Identify what level of knowledge transfer, if any, has already occurred 
• Become familiar with the subject area and specialist vocabulary of the 
knowledge holder in order to understand mental models etc. and therefore be 
able to elicit knowledge more effectively 
• Prepare targeted questions to ask the knowledge holder, based on the 
defined priorities for knowledge transfer. A list of typical questions used during 
the KTWs at HSBC is available in Appendix B. 
• Ensure that technology enablers are in place, e.g. flip chart for knowledge 
holder to draw diagrams if relevant, projector for "on-the-fly" visual verification 
of accuracy of captured knowledge, digital voice recording for scripting (for 
scripting, if appropriate), etc. 
The recommended attendees for the KTW are the knowledge holder, the 
facilitator, the main knowledge recipient Oob successor) and/or the knowledge 
mediator. Optional attendees would include the line manager and anyone else 
who may benefit as an additional knowledge recipient. 
The following is a list of recommended actions for the facilitator to perform 
, 
during the KTW. As with the previous list of recommendations, the author, as 
facilitator, applied these at HSBC. 
• Provide an overview and clarify objectives of the KTW in order to address 
any potential concerns about the effectiveness of the process 
• Present a structure and timeline for the KTW participants to follow 
• Provide guidance to participants so as to keep the focus on high-priority 
knowledge 
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• Explore major pitfalls and lessons learnt from mistakes 
• Capture and prioritise names of key contacts (internal/external individuals 
and teams) that provide support and share/exchange knowledge that is critical 
for performing the job 
• Capture suggestions for improvement that are based on experience of the 
role and the company, e.g. what good ideas have remained unimplemented? 
Step 3: For each K1W, capture the outputs in a knowledge harvest report 
(KHR) 
The purpose of producing a knowledge harvest report (KHR) is threefold: to 
capture the outputs on the K1W so that they can be verified, to provide a 
documented point of future reference for the knowledge recipient and to 
document the suggestions for improvement to business performance. 
KHRs present a combination of "codified knowledge" as well as "metadata 
about critical tacit knowledge" that the business has to protect. Kelleher (2006) 
defines the latter as metadocuments and states "Metadocuments are simply, 
highest-level documents. These contain as much relevant information about a 
person's knowledge and experience as possible". The KHR can also be used to 
support the recruitment process, in the case where a successor has not yet 
been identified. 
Step 4: Handover KHRs to corresponding job leavers for review / editing 
The KHRs are handed over to each corresponding job leaver (knowledge 
holder) for review and editing, prior to distribution to the knowledge recipient 
and/or knowledge mediator. It's also worth noting that, in the case where a job 
successor has not yet been identified, it may be necessary to follow a 
knowledge debrief process. The purpose of this would be to help the 
knowledge recipient to understand and interpret the KHR correctly - especially 
if he/she had not attended the K1W. Kelleher (2006) agrees with this approach 
by stating "the knowledge debrief process clearly requires facilitation and the 
explicit alignment with the induction of new staff and/or the diffusion of the 
knowledge amongst remaining staff'. 
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Step 5: Identify and implement opportunities for improvement based on the 
KHRs 
One of the key components of the KHR is a list of recommended 
improvements, based on the experiences of the job leaver (knowledge holder). 
The responsibility for applying these suggested improvements is passed on to 
the job successor (knowledge recipient) and his/her line manager. 
This five-step approach has focused primarily on the transfer of tacit 
knowledge, because this was considered by HSBC to be of the highest value 
and because available time and resources were finite, so tacit knowledge had 
to be given priority. However, it would seem incomplete to not at least mention 
how explicit knowledge was transferred. Wherever possible, the knowledge 
holder would provide access to relevant documents (electronic and printed), 
business e-mails, notes etc. The main observation made was that these were 
often difficult to comprehend, often due to the fact that they contained specialist 
terminology. In addition, it was often challenging to understand the way in 
which the documents were structured and grouped (a.k.a. their "ontology" or 
"taxonomy"). This raised the interesting question of 'how to effectively 
"decodify" explicit knowledge?'. Although this topic is considered out of scope 
for this thesis, it is discussed further as part of the recommendations for future 
research in Chapter 1 O. 
7.6 Securing senior support and defining the success criteria 
This section describes the application of GOKM step 6 (secure senior support 
and sponsorship based on the business case from step 5) and GOKM step 7 
(define measurable success criteria based on the goals or problems to be 
addressed). 
As previously mentioned in section 7.3, HSBC did not require a business case 
to be produced, nor did senior management need to be persuaded about the 
value added by the knowledge transfer exercise. This was because Steve had 
done a lot of this preparatory work. 
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In terms of adapting to corporate vocabulary, one of the most common 
expressions used in HSBC during this exercise was "knowledge based 
working". This observation, along with the fact that there was no need for a 
business case for the knowledge transfer exercise, provided some initial 
indication that HSBC's organisational maturity in terms of KM was higher than 
that discovered when first entering Oanwood (Chapter 4 and Chapter 6). The 
concept of "KM maturity" is discussed further in section 7.7.1. 
As previously mentioned in section 7.3, HSBC on this occasion did not require 
"hard cost indicators" or quantitative data to be persuaded about the value 
added by the knowledge transfer exercise. Therefore the success criteria were 
primarily focused on qualitative data and more specifically, feedback from study 
participants about the value added by the knowledge transfer initiative. 
7.7 Implementation of the knowledge transfer initiative 
This section describes the application of GOKM step 8 (identify the 
predominant organisational culture and how this will impact on the approach), 
GOKM step 9 (gain workforce buy-in, based on the organisational culture 
identified from step 8), GOKM step 10 (identify suitable reward andlor 
recognition systems to encourage participation in the KM initiative) and GOKM 
step 11 (implement the KM initiative in a pilot scope). 
7.7.1 The HSBC organisational culture and "KM maturity" 
In order to identify the predominant features of HSBC's organisational culture, a 
similar approach to that presented in Chapter 6 was followed. Based on this 
and due to similar time constraints, the author provided an individual 
assessment based on one-to-one interviews and discussions with the holders 
of the six key positions that have been presented in section 7.3. This led to the 
high-level conclusion that HSBC predominantly demonstrated the Role Culture 
in Handy's (1985) typology (presented in Chapter 5), which is characterised by 
bureaucracy and where rules, procedures and job descriptions tend to 
predominate. As per the GOKM methodology, the predominant organisational 
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culture has to be taken into consideration and the KM initiative has to be 
adapted accordingly. As mentioned in section 7.6, HSBC demonstrated a 
higher level of "KM maturity" during the initial observations, in comparison to 
Danwood. But what does "KM maturity" mean? The suggestion is that KM 
maturity can be assessed by reviewing existing KM activities as well as 
whether the organisational culture is "KM friendly". In summary, the basic 
formula would be as follows: 
KM Maturity = existing KM activities + organisational culture 
The development of a full-scale, comprehensive and robust KM maturity 
assessment tool is likely to require a significant amount of time and resources. 
The industry-based KM case studies presented in this thesis are already likely 
to exceed the timeframe that is normally expected for doctoral research at 
Loughborough University. Therefore, the suggestion is that KM maturity 
assessment forms part of recommendations for future research (presented in 
section 10.3.3). Nevertheless, it is important to recognise how organisational 
KM maturity can influence the approach to designing and implementing a KM 
initiative. In the case of HSBC, existing KM activities such as previous attempts 
to perform knowledge capture interviews, the use of corporate vocabulary such 
as "knowledge based working" and the KM friendly culture that was 
experienced by the author, all indicated that HSBC's KM maturity level was 
relatively high. This would mean that the focus could be set on more advanced 
KM methods rather than having to "introduce" the organisation to KM. However, 
it is also important to recognise that the above method of assessing KM 
maturity depends on subjective judgement and is mainly there as a guideline 
rather than a firm rule. 
7.7.2 Securing workforce commitment 
As previously identified in Chapter 5, securing workforce commitment is an 
important factor in the success of a KM initiative and therefore vital to the 
success of this knowledge transfer exercise. Participating in interviews and 
KTWs, reviewing the outputs and staying in contact after leaving are all 
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laborious and time-consuming exercises that require a significant level of 
commitment. It is also important to recognise that the circumstances for leaving 
the position, e.g. retirement, maternity leave, moving position internally, moving 
position externally, severance, etc., are likely to play an important role in 
defining the level of employee commitment to the exercise. 
In this particular case study, securing workforce commitment was relatively 
straightforward. This was because a.) there were few people involved, b.) 
because the initiative had been clearly mandated by senior management. 
Nevertheless, it was still necessary in many cases to explain the purpose, 
objectives and expected benefits of the exercise to those involved, in order to 
gain their full commitment. In addition, further steps were taken to encourage 
maximum collaboration, e.g. preparing well before each workshop so as to 
maximise the use of each participant's time, ensuring that their contribution was 
visible to senior management, etc. The approach to reward and recognition for 
knowledge sharing is discussed in the following section. 
7.7.3 Reward and recognition for knowledge sharing 
The subject of reward and recognition for knowledge sharing is highly complex. 
This was briefly covered in Chapter 6, where recognition was advocated 
instead of monetary reward. Just like in the case study at Danwood, HSBC's 
management agreed that non-monetary rewards should be preferred. Some of 
the incentives offered were: formal recognition in a reference letter, free 
membership of professional networking organisation, extra holidays (time off in 
lieu), priority access to the latest professional development courses and more. 
A very interesting discovery was that all participants stated that, despite the fact 
that they appreciated these non-monetary incentives, they would have 
participated in the exercise even if the incentives had not been offered. This is 
perhaps another indicator of the relatively high level of HSBC's KM maturity. 
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7.7.4 Implementation ofthe knowledge transfer workshops 
The knowledge harvest workshops (KTWs) were delivered over a period of six 
months. This section provides an overview of the context for each knowledge 
transfer exercise. A significant amount of outputs were captured after each 
workshop, which were then translated into a corresponding knowledge harvest 
report (KHR). A sample KHR is available in Appendix C. 
Leadership Development Programmes Senior Manager 
Leaver: Gareth 
Successor: James 
Gareth - a senior manager that had lead the design and delivery of pioneering 
leadership development programmes, was moving from his role as Senior 
Manager, Leadership Development Programmes (LDP) to a new role within 
HSBC. His successor, James, also a senior manager, had a background in 
investment banking and had headed up training and graduate recruitment for 
one of HSBC's business areas. The major aims of this knowledge harvest 
exercise were to identify and prioritise the most significant aspects of the role, 
facilitate the direct transfer of tacit knowledge and experience from Gareth to 
James, produce a list of practical hints and tips, identify key contacts that 
support the LOP function and produce a list of suggestions for change in order 
to enhance operational performance. 
Leadership Develooment Programmes Manager 
Leaver: Tracey 
After having designed and delivered many pioneering training programmes in 
leadership development on a global scale, Tracey was moving to a new role 
within HSBC. Tracey's move presented a significant problem in identifying a 
suitable successor. Therefore, the main purpose of the exercise was to capture 
key experience and knowledge that could be passed on to the successor, as 
well as aid the recruitment process. 
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Group PCM (Payments and Cash Management) Training Manager 
Leaver: Jeremy 
Successor: Simon 
Jeremy, a highly regarded expert in the field of PCM with significant practical 
knowledge and experience, was moving to a new role within HSBC. Jeremy's 
knowledge and experience enabled him to create and deliver high-value 
training courses. His move presented a significant problem in identifying a 
suitable successor. The purpose of this exercise was to capture key knowledge 
and experience to be passed on to the successor and support the recruitment 
process by highlighting the most significant knowledge that was at risk. During 
the course of the exercise, a suitable successor was identified (Simon) and a 
follow-up workshop took place with both Jeremy and Simon. 
Regulatory and Operational Support Manager 
Leaver: Catherine 
Successor: Keith 
Catherine was going on maternity leave. Catherine had been the technical 
support manager, providing a key reference point for questions about a variety 
of technical, regulatory and tax issues. A suitable temporary successor (Keith) 
had been identified but was not available for interview due to being on annual 
leave. Therefore the primary purpose of the exercise was to capture key 
experience from Catherine and pass it on to Keith so as to help him perform the 
role until Catherine's retum. 
Reconciliations Manager 
Leaver: Margaret 
Margaret was retiring. Margaret had been responsible for the team that 
reconciles cash and stock changes against business processing, thus ensuring 
that all changes are reconciled, including back accounts. Margaret's team was 
also responsible for Inland Revenue returns. A suitable successor had not yet 
been identified, so the purpose of the exercise was to capture some key 
experience to pass on, as well as build a KHR to support the recruitment 
process. 
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Register Maintenance Manager 
Leaver: Josephine 
Josephine was taking early retirement due to a departmental merger. 
Josephine had been responsible for the team that managed over one million 
ISA accounts and produced key reports that ensured that HSBC complied with 
FSA (Financial Services Authority) regulations. A number of suitable 
successors had been identified, however, a decision had not been reached yet 
so the primary purpose of the exercise was to capture some key experiences to 
be passed on to the successor when he/she would be announced. 
For each completed KTW and corresponding KHR there was a follow-up review 
arranged with the knowledge holders, which resulted in refinement of the KHRs 
prior to distribution to the knowledge recipients. In addition, each exercise also 
generated a list of suggested operational improvements to business processes. 
These formed part of the evaluation of GOKM's impact at HSBC, as discussed 
in section 7.8. 
7.7.5 Review of the implementation of KTWs at HSBC 
The application of the KTW technique at HSBC received, overall, positive 
feedback from participants and sponsors. Another strong indicator of KTW 
success was the fact that the technique continued to be used after the pilot and 
after the departure of the author from HSBC. This is discussed further in 
section 7.8.1. Following the application of the KTW technique in the pilot scope 
at HSBC, some lessons were captured that could be useful to facilitators of 
future KTWs: 
1. If participants demonstrate a lack of enthusiasm to participate in the KTW, try 
to understand the reasons behind the behaviour and how it might be resolved 
as soon as possible. This was learnt during one of the KTWs, where the 
knowledge recipient was demonstrating this kind of resistance. It soon became 
apparent that the knowledge recipient had not been adequately briefed prior to 
the KTW. By receiving a short on-the-spot briefing, followed by a gradual build-
up of confidence in the process during the KTW, the knowledge recipient's 
resistance to collaborate was dealt with to a satisfactory level. 
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2. Wherever possible, it may be useful to understand the professional 
relationship between the knowledge holder and knowledge recipient, prior to 
the KTW, in order to adapt accordingly. This lesson originated from the 
experience of facilitating a KTW where there was negative "tension" between 
knowledge holder and knowledge recipient. In this case, the facilitator had to 
steer the conversation away from unproductive debates and keep it focused on 
the transfer of priority knowledge. It is likely that the effectiveness of the KTW 
on this occasion was unable to reach its full potential. However, the outputs 
were still deemed satisfactory by the participants. 
3. Avoid direct dictation by the knowledge holder of what should be written in 
the outputs of the workshop. Instead it is better to listen, interpret, summarise in 
a few lines and ask the knowledge holder for confirmation that it accurately 
represents the knowledge being transferred. This approach was more time-
efficient and increased the accuracy of the outputs. Also, this approach helped 
to avoid deviating away from the critical topics, as it is generally normal for 
knowledge holders to leapfrog between topics if the facilitator does not provide 
adequate guidance. 
4. Knowledge transfer tends to be a strenuous activity for the brain and 
therefore, in order to avoid the effects of fatigue during the KTWs, it is 
recommended that the duration of each session is carefully managed. More 
specifically, following various lengths of session times, the conclusion was that 
two hours was the optimum duration. If more than two hours were needed then 
it would be better to arrange a separate session. Gordon (2005) describes a 
similar conclusion by stating: "more than 2 hours and fatigue will become an 
issue. In many cases the information to be gathered suggests that much longer 
than two hours is needed. In such cases it is better to plan a series of separate 
interviews that may be different in nature". 
5. It is recommended that the facilitator ensures that key outputs are captured 
as notes during the KTW so as to feed them into the KHR. Even though this 
may be challenging, i.e. to facilitate and take notes at the same time, it is a 
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worthwhile effort. This was learnt when, during one of the KTWs, the author 
decided to focus only on the facilitation and recorded the entire conversation on 
a voice recorder, with the intention of listening to the playback and making 
notes at a later stage. This approach had three main disadvantages: it was very 
laborious and time-consuming; it was difficult to recollect some of the context 
and points that were being made at the time of the KTW and this had the 
knock-on effect of reducing the accuracy of the KHR. 
7.8 Evaluation of the success of GOKM and future direction at 
HSBC 
This section describes the application of GOKM step 12 (evaluate the success 
of the pi/ot against the defined criteria from step 7 and highlight additional 
benefits) and GOKM step 13 (use the proven success to facilitate a wider roll 
out of the solution and to promote new proposals to solve further problems). 
As previously mentioned in section 7.6, the success criteria required by HSBC 
on this occasion were focused on qualitative data and more specifically, 
feedback from study participants about the value added by the knowledge 
transfer initiative. All participants, including knowledge holders, knowledge 
mediators, knowledge recipients and line managers were asked to provide 
feedback on their experience of the knowledge transfer initiative and whether 
they thought that it added value. In addition, knowledge recipients were 
specifically asked whether they thought there was a reduction in their time-to-
competency for the new role that they had taken up. The overall feedback was 
very positive. The following is a list of feedback quotations from study 
participants: 
"The knowledge transfer workshops and knowledge haNest reports were the 
most effective that I've seen so far and a significant improvement to previous 
attempts. I've also received positive feedback from all participating 
stakeholders" 
- Steve, Senior Learning and Development Consultant 
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"The knowledge transfer workshop was a very productive exercise. I was 
actually surprised by how much knowledge and experience was revealed, 
which is easy to go unnoticed on a day-to-day basis. I would like to see these 
workshops applied on a wider basis" 
- Tracey, Leadership Development Programmes Manager 
'~ very useful exercise that has helped me to identify my most marketable skills 
while also helping my successor" 
- Jeremy, Group Training Manager, Payments and Cash Management 
"The knowledge workshop and harvest report will surely help me get off the 
ground a lot faster in my new role" 
- Simon (successor of Jeremy) 
'}l, value-adding exercise that I would be happy to repeat" 
- Josephine, Register Maintenance Manager 
In addition to the positive feedback from participants, there were also additional 
benefits delivered, such as: 
• Participants recognised that the knowledge harvest reports (as 
demonstrated in Appendix C) were more content-rich than the outputs of 
previous knowledge transfer attempts that were mentioned in section 7.3 and 
demonstrated in Appendix A. 
• The KTWs highlighted significant opportunities to improve business 
performance, based on the experience-based recommendations of the 
knowledge holders. These recommendations were captured as part of the 
KHR. A sample of such recommendations is available in Appendix D. 
• The scope of knowledge transfer was expanded to cover a wider audience 
and created the opportunity to reduce operational costs and time-to-
competency in new business centres in India and Brazil (more details are 
provided in section 7.8.1). 
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7.8.1 The next stage of application of GOKM at HSBC 
GOKM was first applied at HSBC with a small pilot project where the focus was 
on knowledge transfer between individuals and small teams. The success of 
the pilot attracted attention from other senior managers who were faced with a 
wider challenge. HSBC had successfully migrated simple business processes 
to new processing centres in India and Brazil. These business processes were 
simple enough to be able to explain with the use of basic manuals. However, 
the migration was much more difficult to achieve when dealing with complex 
business processes that required tacit knowledge transfer. The original plan 
was to send a large number of expatriates to India and Brazil in order to 
perform the knowledge transfer gradually. However, the projected costs were 
very high, due to the high salaries, travel expenses and extra benefits that are 
. often expected to be offered to expatriates to work abroad. Following the 
success of the GOKM pilot, the alternative plan suggested was to use KTWs to 
transfer knowledge to a smaller team of expatriates who would be trained in the 
KTWs approach. This would significantly reduce the operational cost as well as 
reduce the average time-to-competency. The author's role was to act as a 
consultant in this case and to train the project leader of the business process 
migration (Eirian) in order for her to propagate the approach to her team. From 
this point onwards, Eirian and her team could follow the GOKM approach 
independently. After this point the project became out of scope for this thesis as 
HSBC was only willing to release a small sample of research data. 
7.9 GOKM methodology review after implementation at HSBC 
The purpose of this section is to revisit the GOKM methodology and explain 
how the implementation at HSBC has helped to further refine the methodology. 
As previously mentioned in Chapter 6, this is in line with the grounded theory 
approach that emphasises the need for theories to be grounded in empirical 
reality, by providing an iterative loop for theory, checking and refinement. 
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7.9.1 The refinement of the GOKM methodology 
Following the implementation at HSBC and taking into account the key 
research findings, the GOKM methodology has been revised as follows 
(amendments appear in bold font): 
1. Identify one or more strategic goals or operational problems that are of 
significant priority to the organisation and can be supported by a KM initiative 
1.1 The scope/size of the problem can have an impact on short vs. long term 
KM strategy, so application of GOKM has to be adapted, i.e. which steps and 
to what extent to be applied. 
2. If required, assess the impact of the goals or problems, including an 
estimate of the associated costs and benefits. If estimate of costs is 
impractical or less relevant, use other metrics, depending on the KM 
maturity of the organisation and the expectations of senior stakeholders. 
3. Carry out a scoped knowledge audit to identify the knowledge gaps that are 
contributing to the problem or will help to deliver the goal if closed or to 
identify knowledge that is at risk 
3.1 Consider the technology enablers that will need to be put in place in order to 
carry out the scoped knowledge audit 
4. Design a KM initiative that focuses on addressing the specific goals or 
problems 
4.1 Consider technology enablers that will need to be put in place in order to 
implement the initiative 
4.2 If applicable, consider the necessary adjustments to organisational structure 
and processes 
4.3 If applicable, consider any implications on human resource management and 
development 
5. If required, prepare a business case that justifies the cost of implementing 
the solution by comparing it with the costs and benefits, derived in step 2, or by 
other metrics if costs are not being used 
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6. Secure senior support and sponsorship based on the business case from 
step 5 
6.1 Adapt to corporate language when engaging with senior management 
7. Define measurable success criteria (e.g. cost, time, HR performance 
metrics etc.) based on the goals or problems to be addressed 
8. Identify the predominant organisational culture and KM maturity and how 
these will impact on the approach 
9. Gain workforce buy-in, based on the organisational culture and KM maturity 
identified from step 8 
9.1 Adapt to corporate language when engaging with the workforce 
9.2 Identify potential knowledge champions 
9.3 Develop managers as KM facilitators 
10. Identify suitable reward and/or recognition systems to encourage 
participation in the KM initiative 
11. Implement the KM initiative in a pilot scope 
12. Evaluate the success of the pilot against the defined criteria from step 7 
and highlight additional benefits 
13. Use the proven success to facilitate a wider roll out of the solution with a 
gradual expansion of scope and to promote new proposals to solve further 
problems. 
The next stage of this research project was to continue to test the refined 
GOKM methodology in yet another business environment. The author and his 
research supervisors leveraged more business relationships and seized the 
opportunity to implement and evaluate GOKM at Halifax Bank of Scotland 
(HBOS), as presented in Chapter 8. 
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7.10 Summary 
This chapter has illustrated the application of the refined GOKM methodology in 
a case study that took place at HSBC Bank. The problem to be addressed was 
the loss of critical business knowledge and experience each time an employee 
left their position - especially in the case of senior management. Six key 
positions were identified as requiring urgent attention and this provided the 
scope for a knowledge audit, which revealed the critical business knowledge 
that was at risk. A five-step knowledge transfer initiative was designed and 
implemented, which utilised knowledge transfer workshops and produced 
knowledge harvest reports, in order to minimise the loss of critical knowledge. 
Key observations and lessons learnt from the implementation were discussed 
and the GOKM methodology was reviewed and further refined. 
This chapter has contributed towards the achievement of Objective 6 
(implement the refined goal-oriented KM methodology in other industry settings 
in order to test its applicability and scalability in a wider business context). 
Chapter 8 contributes further towards the achievement of Objective 6 by 
demonstrating the implementation and evaluation of GOKM at HBOS Bank. 
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Chapter 8: Case Study of GOKM at HBOS 
"KM refers to identifying and leveraging the collective knowledge to 
help the organisation compete in uncertainty" 
*** Georg von Krogh *** 
8.1 Chapter overview 
This chapter presents the implementation of the refined GOKM methodology in 
a third case study, this time at HBOS Bank. The author was placed in the Group 
IT department and, following analysis, discovered a significant misalignment 
between the IT portfolio and the business strategy. A knowledge audit of how 
Group IT engaged with business divisions and how the IT portfolio was planned 
and managed revealed inefficiencies in these processes. This led to the design 
and implementation of a KM initiative that consisted of three key components: a 
shared project portfolio between Group IT and other business divisions, a 
knowledge-driven method for managing work requests and a knowledge-based 
method for gathering business requirements. The key observations and lessons 
learnt from the implementation are discussed and, once again, the GOKM 
methodology is reviewed and refined. 
8.2 Company profile: HBOS Group 
In January 2009, HBOS was acquired by L10yds Banking Group pic. However, 
for the purpose of this thesis, it has been deemed more appropriate to describe 
the state of the organisation during and up until the end of this case study 
(August 2008), which was before the acquisition by L1oyds. 
The HBOS Group provided retail, business and corporate banking and 
insurance and investment services through its multi-brand strategy in the UK 
and internationally. 
Approximately 72,000 people were employed across the Group, while HBOS 
also had the biggest private shareholder base in the UK (HBOS, 2008). 
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HBOS was the UK's largest mortgage and savings provider and the top 
provider of new investment products (HBOS, 2008). The Group was one of the 
UK's leading general insurers and provided business banking and corporate 
finance, delivering innovative funding solutions across a range of markets. 
8.3 Problem analysis: "Aligning the IT project portfolio with the 
business strategy" 
This section describes the application of GOKM step 1 (identify one or more 
strategic goals or operational problems that are of significant priority to the 
organisation and can be supported by a KM initiative) and GOKM step 2 (if 
required, assess the impact of the goals or problems, including an estimate of 
the associated costs and benefits. If estimate of costs is impractical or less 
relevant, use other metrics, depending on the KM maturity of the organisation 
and the expectations of senior stakeholders). 
The HBOS IT service is divided into three main departments: Group IT, 
Corporate IT and Retail IT. The author was employed in Group IT (the largest of 
the three IT departments) to carry out various business analysis tasks while also 
seeking opportunities to test and evaluate GOKM in a third organisation, 
following up from the case studies at Danwood and HSBC. 
The first step in the application of GOKM at HBOS was to identify a significant 
goal or problem that could be fully or partially addressed by a KM initiative. 
Following meetings with senior IT managers as well as managers from the core 
business divisions (referred to as "business managers" in HBOS) it was 
highlighted that there seemed to be a significant gap between the needs of 
business managers and the actual IT portfolio that was being delivered. A 
comparative analysis of the IT portfolio and the business portfolio confirmed this 
perception. The most common explanation for this phenomenon, given by all 
managers (both business and IT), was that there was a lack of knowledge 
exchange between departments due to the "federated" HBOS operating model 
(a.k.a. "matrix organisation"). 
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In a department that spends a very significant amount of money (exact amount 
could not be disclosed for legal reasons) on IT investment, the misalignment of 
business and IT portfolios would clearly have a substantial financial impact. 
Although Group IT's senior management had quantitatively measured the 
financial impact, it could not be disclosed in this thesis. However, it was made 
clear that this misalignment had to be dealt with as a matter of priority. In 
addition, further "pressure" was added to the situation due to the severe market 
conditions. The first signs of the global financial "credit crunch" were emerging 
and the forecast was bleak. This put Group IT's leadership under extra strain to 
deliver more benefits with less resources. Therefore, the alignment of the IT 
portfolio to the business strategy was even more critical. The problem of lack of 
knowledge exchange between IT and business divisions provided an excellent 
opportunity to test the GOKM methodology as a third case study. Interestingly, 
Shaw et al. (2007) state: "a firm's strategic approach to KM should survive an 
episode of crisis rather than be dropped from the agenda. However, we have 
been unable to find any empirical research on firms which have incorporated 
strategic KM into the process of crisis management". Therefore, the application 
of GOKM at HBOS during the "credit crunch" was also a novelty in the sense 
that very few such studies seem to exist in current KM literature. 
The next step was to conduct a knowledge audit of how Group IT engaged with 
business divisions and how the IT portfolio was planned and managed. The 
importance and priority of IT-Business engagement was also highlighted by one 
of HBOS's key strategic research providers - the CIO Executive Board (CEB). A 
relevant sample of their research-based recommendations is demonstrated in 
Figure 8.1. Specifically the business divisions that required particular attention, 
according to senior Group IT management, were Group HR and Business 
Services. This provided the scope for the initial application of GOKM at HBOS. 
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Figure 8.1: The importance and priority of IT-Business engagement, as highlighted by CEB (2007) 
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8.4 Seoped knowledge audit of business engagement and 
portfolio management 
This section describes the application of GOKM step 3 (cany out a scoped 
knowledge audit to identify the knowledge gaps that are contributing to the 
problem or will help to deliver the goal if closed or to identify knowledge that is 
at risk). 
The purpose of this scoped knowledge audit was to identify the knowledge 
gaps that were contributing to the misalignment between the IT portfolio and 
the business strategy. 
8.4.1 Knowledge audit approach 
The knowledge audit was conducted via a series of workshops with business 
and IT managers in order to understand the way in which they engage for the 
initiation and delivery of IT projects as well as how the IT portfolio is managed 
and how knowledge of business strategy is shared between senior business 
managers and their peers in IT. Standard technology enablers were used, such 
as laptop, projector and MS OfficeNisio software. 
8.4.2 Outputs ofthe knowledge audit 
Samples of the outputs of the knowledge audit are unavailable in this case due 
to a non-disclosure requirement to not publish documents that contain sensitive 
financial data (e.g. IT portfolio). However, it can be revealed that analysis of 
these outputs highlighted the following inefficiencies in the engagement and 
portfolio management processes: 
• No single point of contact I manager I owner of managing project initiation 
requests 
• Incomplete stakeholder analysis I involvement of key knowledge holders at 
initiation of new projects 
• Project proposals based on limited knowledge of business requirements and 
without enough consideration on wider impact I dependencies on other projects 
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• Lack of clarity of IT and business accountabilities in the project initiation 
process 
• Lack of visibility of business strategy for IT managers and IT strategy for 
business managers, leading to difficulties in prioritisation of project portfolio 
• Separate views of the project portfolio maintained by Group IT and business 
divisions, leading to misalignment 
• Separate monthly portfolio review meetings held by Group IT and business 
divisions 
The following section demonstrates how a knowledge-based solution was 
designed and implemented in order to address the aforementioned 
inefficiencies. 
8.5 Designing a knowledge-based solution to improve 
business engagement and portfolio management 
This section describes the application of GOKM step 4 (design a KM initiative 
that focuses on addressing the specific goals or problems) and GOKM step 5 (if 
required, prepare a business case that justifies the cost of implementing the 
solution by comparing it with the costs and benefits, derived in step 2, or by 
other metrics if costs are not being used). 
8.5.1 Approach to designing a solution 
The approach taken to design a solution for the improvement of business 
engagement and portfolio management has been to produce new knowledge-
centric process models, in collaboration with the people that are directly 
involved and impacted by these processes, in order to address the specific 
inefficiencies that have been highlighted in section 8.4.2. 
8.5.2 The proposed solution 
The proposed solution for improving business engagement and aligning the IT 
project portfolio to the business strategy consisted of three key components: 
171 
Goal-Oriented Knowledge Management 
• Shared IT portfolio between Group IT and business divisions 
A single, shared document containing all the IT portfolio information, including 
priorities, scheduling, financial data, accountabilities etc. was created and 
made available to all relevant parties on a shared network (by utilising Microsoft 
SharePoint technology). This document became known as "Single Version of 
the Truth (SVOT)". A sample of the SVOT document has not been included as 
an Appendix because it would contain sensitive financial data that could not be 
disclosed. An overview of the process is demonstrated in Figure 8.2. 
• Managing new work reguests and the project pipeline 
The management of new IT work requests was a significant contributor to the 
problem of misalignment between Business and IT portfolios. This was due to 
the fact that work requests were received through a variety of channels, e.g. by 
phone, e-mail.printed forms, face-to-face, etc. and these requests were not 
managed and prioritised by one person or team, i.e. there was no clear 
accountability or ownership of the process. Therefore a new approach was 
proposed, as demonstrated in Figure 8.3, which was based on knowledge 
gained from interviews and workshops with experienced HBOS business and 
IT managers and analysts. This also led to the proposal and implementation of 
a new model for managing the project pipeline, as demonstrated in Figure 8.4. 
• Knowledge-based reguirements definition process and workshops 
The way in which project requirements were defined also made a contribution 
towards the misalig nment between the IT portfolio and the business strategy. 
Requirements were often defined as a general description on a form or in an e-
mail and would be sent to a shared mailbox. Each request would be picked up 
by an assigned analyst who would try to interpret the reqUirements and then 
send back questions for clarification. Due to resource constraints, an average 
of eight weeks was needed for the analyst to provide an estimated cost and 
timescale for the implementation of the requirements back to the requestor. 
This was considered inadequate by business managers, as this delay would 
often have an impact on their own decision making process. Two months was 
just too long to wait - especially in a highly competitive environment such as 
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banking. In addition, the quality of the requirements definition was considered 
below standard, because the process for producing them was cumbersome. In 
some cases, requirements had become out-of-date because the business 
strategy had moved on. For these reasons, following consultation and 
workshops with business and IT managers and analysts, a new method for 
collecting requirements was proposed and implemented, as demonstrated in 
Figure 8.5. The purpose of the new approach was to maximise the knowledge 
inputs of all relevant parties and also reduce the average time of providing an 
IT estimate of project costs and timescales. Part of the design of the new 
process involved the running of requirements-gathering workshops. A 
significant part of the success of the new process was considered to be resting 
on running successful requirements-gathering workshops, i.e. to ensure that 
critical knowledge flows between all relevant parties. Participants from the 
business divisions would be asked to contribute knowledge about business 
strategy and participants from Group IT would be asked to contribute technical 
knowledge about the feasibility of the requirements. It was very important to get 
the right balance of participants in these workshops, i.e. participants that have 
the necessary knowledge as well as empowerment to make strategic decisions 
on behalf of key stakeholder groups. Figure 8.6 demonstrates the design of 
these workshops. 
The expectation was that this collection of new processes, if fully implemented 
and integrated into day-to-day work at HBOS, would create a more knowledge-
driven environment for business engagement and would result in a significant 
re-alignment of the IT project portfolio to the business strategy. This collection 
of models was approved by senior management in Group IT and participating 
business divisions (Group HR and Business Services). 
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Figure 8.6: The proposed method for running knowledge-driven requirements definition workshops 
(adapted and combined from methods used in Retail IT and Group HR Systems) 
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8.5.3 The business case for the new knowledge-driven engagement and 
portfolio management processes 
Preparing the business case that would justify the cost of this exercise was a 
relatively easy task on this occasion. This was because the level of detail 
required was relatively low, because the senior managers involved were fully 
aware of the aforementioned problems and therefore only required a basic 
document to be produced for audit purposes rather than as a tool to be used for 
persuasion. However, despite the lack of a need for very detailed data, there 
was a wider audience to persuade other than just the sponsors of the project. 
This is explained in further detail in the following section. 
8.6 Securing senior support and defining the success criteria 
This section describes the application of GOKM step 6 (secure senior support 
and sponsorship based on the business case from step 5) and GOKM step 7 
(define measurable success criteria based on the goals or problems to be 
addressed). 
In this particular case study, there was a wider audience of senior managers 
that needed to be persuaded to support the project. This was because the 
changes that were being suggested would have an impact on how people work 
in other departments (e.g. Group HR and Business Services) and not just in 
Group IT. The method used was to design and deliver a series of presentations 
to senior managers from each department in order to gain support as well as 
feedback on how to communicate the changes to the wider teams. In addition, 
an Away Day was arranged with all of the teams involved where the suggested 
changes were communicated and feedback gathered for future improvement. 
In terms of adapting to HBOS's corporate vocabulary, a good example is 
provided in the term "single version of the truth" or "SVOT" as discussed in 
section 8.5.2. This term was not suggested by the author but rather was used 
on a regular basis by senior managers in meetings. Therefore, the term was 
"borrowed" in order to promote faster acceptance of the new "shared IT 
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portfolio between Group IT and business divisions". 
The key success criteria that were agreed with senior management in Group 
IT, Group HR and Business Services were as follows: 
• Fully implemented central point of contact for managing project initiation 
requests 
• Fully implemented method for identifying and involving key knowledge 
holders at project initiation 
• Fully integrated process for capturing key business requirements and 
reviewing wider impact 
• Reduced average time (from eight weeks to approx. four weeks) needed for 
producing an IT estimate of project costs and timescales 
• Clearly defined project initiation process with clear accountabilities for all 
parties involved 
• Fully integrated mechanism for shared portfolio management and 
business/IT strategy 
8.7 Implementation of new engagement and portfolio 
management processes 
This section describes the application of GOKM step 8 (identify the 
predominant organisati0ral culture and KM maturity and how these will impact 
on the approach), GOKM step 9 (gain workforce buy-in, based on the 
organisational culture and KM maturity identified from step 8), GOKM step 10 
(identify suitable reward and/or recognition systems to encourage participation 
in the KM initiative) and GOKM step 11 (implement the KM initiative in a pilot 
scope). 
8.7.1 The HBOS organisational culture I KM maturity 
In order to identify the predominant features of the HBOS organisational 
culture, a similar approach to that presented in Chapter 6 and Chapter 7 was 
followed. Based on this and due to similar time constraints, the author provided 
an individual assessment based on participant observation of the HBOS 
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environment. This led to the high-level conclusion that HBOS predominantly 
demonstrated the Task Culture in Handy's (1985) typology (presented in 
Chapter 5), which is characterised by project or matrix organisations that bring 
together the appropriate resources and competence required for effective team 
functioning. As per the GOKM methodology, the predominant organisational 
culture has to be taken into consideration and the KM initiative should be 
adapted accordingly. 
Organisational KM maturity assessment is considered beyond the scope of this 
research, as previously mentioned in Chapter 7. Nevertheless, the importance 
of KM maturity in terms of how a KM initiative is to be implemented has to be 
recognised. 
Based on the general formula presented in Chapter 7 (KM Maturity = existing 
KM activities + organisational culture), the existing KM activities at HBOS (e.g. 
capturing knowledge from external consultants to be passed on to other 
employees), as well as its Task Culture, indicated a KM Maturity level that was 
higher than that initially found at Danwood but perhaps lower than that found at 
HSBC. This meant that the organisation would not have to be "introduced" to 
the concepts of KM and, furthermore, it would be possible to apply KM methods 
that gradually increased in complexity and sophistication. It is important to 
reiterate, however, that the above method of assessing KM maturity is 
dependent on subjective judgement and is mainly there as a guideline rather 
than a firm rule. 
8.7.2 Securing workforce commitment 
Securing workforce commitment was vital to the success of the new 
knowledge-driven engagement and portfolio management processes. However, 
this was quite a challenging task. The main reason seems to be that due to the 
matrix structure of the organisation, many of the parties involved were used to 
working autonomously and initially demonstrated a lot of resistance to change. 
It was difficult to see or relate to "the big picture", i.e. that "we all work for the 
same organisation". This is a common problem for organisations of the size of 
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HBOS. Therefore, a series of meetings, presentations, Q&A sessions, 
workshops, etc. were necessary in order to persuade the workforce that this 
was an exercise where everyone would benefit. In addition, one of the most 
effective ways to gain commitment from the workforce was via coaching the 
management team, as discussed in the following section. 
8.7.3 Coaching the Virtual Leadership Team (VL T) as KM facilitators 
The Virtual Leadership Team (VL T) consisted of managers and team leaders 
from various parts of Group IT. The reason that this VL T had to be formed was 
that the matrix organisation of HBOS was also evident within departments. For 
example, Group IT consisted of five key task-driven subdivisions: 
• Customer Team: team of account managers that are responsible for 
managing the IT relationship with one or more business divisions 
• ADAM: responsible for Application Delivery and Application Management 
• Service: responsible for maintaining the bank's vital systems operating 24/7 
• IT Programmes: provide project management expertise 
• IT Direction: responsible for IT Architecture and IT Portfolio Management 
The purpose of the VL T was to bring together these teams via their managers 
for the completion of one or more specific tasks. The terms of reference for the 
VL T are available in Appendix E. The VL T gave an excellent opportunity to 
provide some coaching on how to encourage more knowledge exchange 
between divisions and secure commitment from the workforce to support the 
recommended changes in engagement, pipeline, requirements gathering and 
portfolio management. 
8.7.4 Recognition for knowledge sharing 
As previously discussed in Chapter 7, the circumstances under which 
knowledge sharing is encouraged, as well as the relevant organisational policy 
will have an impact on the methods used to reward knowledge sharing. The 
method encouraged by HBOS's management team was similar to that of 
Danwood, i.e. focused on recognition. Despite being a bank, where perhaps 
the expectation would be that monetary reward would take priority, HBOS did 
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have a culture that encouraged such recognition. An additional factor of equal, 
if not greater, importance was the fact that HBOS had been severely impacted 
by the "credit crunch" that swept the financial markets at the end of 2007 and 
continued in 2008 and beyond. This had a knock-on effect on policy in terms of 
cost cutting and employee reward was no exception. Nevertheless, recognition 
as a mechanism for rewarding knowledge sharing at HBOS did yield results 
because most employees saw the value of maintaining a "knowledge sharer" 
profile, especially during a period of time where everyone's long-term 
employment was at risk. This observation provided an additional factor to be 
considered as part of GOKM: the external market conditions. 
8.7.5 Implementation of new knowledge-driven processes 
The new knowledge-driven processes for business engagement, project 
pipeline management, requirements definition and portfolio management were 
implemented at HBOS in five main phases. The purpose of taking this phased 
approach was to provide ongoing support to colleagues and manage the 
transition into the new working methods. It is worth noting that the new 
processes were not implemented in the same order as they were designed and 
presented in section 8.5.2. This was because the enablers for each 
implementation were available at different times due to constraints in resource 
and technology. The five phases were implemented as follows: 
Phase 1: The new Business Engagement model, as presented previously in 
Figure 8.1, was the first new process to be implemented. This required some 
changes in departmental structure but not to a significant degree. Some 
technology enablers were also required in order to make the process work, 
such as a new e-mail system that forwarded all requests for new IT work to a 
single central location. 
Phase 2: The next phase of the implementation was focused on the new 
Project Pipeline model, as presented previously in Figure 8.3. This process was 
more difficult to implement because it required a coordinated change in 
behaviours of all the parties involved. Several iterations were required when 
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this was applied in practice in order for the process to be fully embedded. The 
main technology enabler required was a workflow system that was built in SAP 
(one of the company's main Enterprise Resource Planning systems) in order to 
support the process. 
Phase 3: The Hourglass Workshop Model, as presented previously in Figure 
8.5, was the third process to be implemented. The Hourglass model originated 
from another part of HBOS (Retail IT). This was a classic case of leveraging 
knowledge and best practice from other parts of an organisation. 
Representatives from each team attended a training course in order to learn 
how to apply the Hourglass technique and then pass it on to their respective 
teams. 
Phase 4: The fourth phase of the implementation was focused on the new 
Requirements Definition process, as presented previously in Figure 8.4. This 
was the most complex and one of the most challenging processes to 
implement. There were a series of workshops required in order to fully explain 
the process and answer questions from all participating colleagues. In addition, 
another workflow system had to be built and integrated with the main SAP 
system in order to enable the process. 
Phase 5: The final phase of the implementation focused on the shared 
management of the IT portfolio between Group IT and business divisions, such 
as Business Services, as presented previously in Figure 8.2. This was the least 
complex and yet most challenging process to implement due to resistance met 
by managers in business divisions, who were used to "managing their own 
portfolio". This required a significant level of diplomacy and debate in order to 
persuade all managers to adopt this approach, not only in theory but also in 
practice. 
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S.S Evaluation of the success of GOKM and future direction at 
HBOS 
This section describes the application of GOKM step 12 (evaluate the success 
of the pilot against the defined criteria from step 7 and highlight additional 
benefits) and GOKM step 13 (use the proven success to facilitate a wider roll 
out of the solution with a gradual expansion of scope and to promote new 
proposals to solve further problems). 
Due to constraints of not being able to disclose HBOS financial and other 
quantitative data in this thesis, the evaluation against the success criteria has 
primarily relied on qualitative data and more specifically, as with HSBC, on 
feedback from key stakeholders. 
• Fully implemented central point of contact for managing project initiation 
requests 
The following collection of quotations indicate the success of implementing a 
central point of contact for managing project initiation requests: 
"Having knowledge of all work requests in one place allows for much better 
strategic planning" 
- Amanda, Operations Manager (HR) 
"The various channels through which we received project initiation requests 
made portfolio planning, prioritisation and funding a challenging task. The new 
approach has significantly reduced these problems" 
- Nicola, Portfolio Planning Manager (/7) 
"Having a single owner of the project pipeline has made planning and 
prioritisation much more effective" 
- Nikki, Systems Manager (HR) 
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• Fully implemented method for identifying and involving key knowledge 
holders at project initiation 
Identifying key knowledge holders at project initiation appears to have made a 
real difference in the speed and quality of capturing business requirements. 
This is indicated by the following quotations: 
"This new approach helps to identify and involve the right people with the right 
knowledge and empowerment to make decisions about project direction" 
- Sheila, Business Systems Leader (Business Services) 
"Attendance of the right people at the initiation workshops is key. It allows us to 
extract knowledge about business requirements in a way that simply can't be 
done by filling out forms" 
- Gemma, Business Analyst (HR) 
"Spending more time upfront on identifying the right contacts is saving overall 
project time and effort" 
- Rebecca, Business Analyst (HR) 
• Fully integrated process for capturing key business requirements and 
reviewing wider impact 
Although the new requirements definition process was challenging to 
implement, it seems to have yielded significant results in the quality of project 
delivery, as could be concluded from the following quotations: 
"The quality of project delivery has gone up because the quality of 
requirements has also gone up, by implementing the new process" 
- Chris, Project Manager (IT) 
"Although initially challenging to integrate, the new requirements process and 
especially the initiation workshops have had a significant impact" 
- Steve, Project Manager (HR) 
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"This new process has brought significant improvements that I'd like to see 
replicated in other parts of HBaS" 
- Nigel, Programme Manager (IT) 
• Reduced average time (from eight weeks to approx. four weeks) needed for 
producing an IT estimate of project costs and timescales 
Following the implementation of the new requirements process, there was an 
estimated period of 6-8 months needed to be able to gather enough evidence 
to demonstrate an overall reduction in the average time needed to produce 
estimated IT costs and timescales. However, the author's involvement with 
HBaS came to a natural end only three months after the implementation. 
Therefore, not enough time had passed to be able to gather enough data for 
this measurement. Nevertheless, the first few projects where the new 
requirements process had been applied demonstrated an average time of 5-6 
weeks. Although this was a significant reduction, the target of 4 weeks average 
time had not been achieved yet. However, the forecast provided by 
participating business analysts was that there would be further reductions in 
time, once the process was fully embedded into the HBaS process structure. 
Feedback from senior managers suggested that they were pleased with this 
reported progress. 
• Clearly defined project initiation process with clear accountabilities for all 
parties involved 
All parties involved seem to have found the project initiation process map 
useful, in varying degrees, as suggested by the following quotations: 
"The new project initiation process in Group IT provided a model on which to 
base a new set of standard processes across HBaS" 
- Fraser, Senior Manager, Portfolio Planning and Management (IT) 
"This gives me a better understanding of my own accountabilities in the project 
cycle as well as what to expect from my colleagues and by when" 
- Fiona, Project Manager (Business SeNices) 
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"The new project initiation process fits well with our plans to map out the future 
direction of Group IT architecture" 
- Scott, Senior Enterprise Architect (IT) 
• Fully integrated mechanism for shared portfolio management and 
business/IT strategy 
The shared portfolio management process was the most challenging to 
implement due to having to deal with organisational politics and "exchange of 
power" between departments. Despite these difficulties, senior managers 
agreed that the new approach was the best way forward for the organisation as 
a whole. A few examples of quotations that demonstrate this thinking include: 
"This is challenging to implement but it is the best way forward for HBOS" 
- Hazel, Senior Business Change Manager (BuSiness Services) 
"The new processes are really making a difference to efficiency, despite some 
initial resistance to adopt them" 
- Cleve, Senior Service Manager (HR) 
"Exceeds expectations, despite challenges" 
- Rick, Senior Business Systems Manager (IT) 
It is worth noting that there was no significant negative feedback received with 
regards to the impact of GOKM at HBOS. 
8.8.1 The next stage of application of GOKM at HBOS 
GOKM was first applied at HBOS in order to address some significant issues 
with business engagement and portfolio management. The success of the 
initiative created more opportunities for GOKM to be applied in other contexts 
and in order to address more business problems at HBOS. Three cases were 
identified by senior management as critical to be addressed with support from 
GOKM. In all of these cases, the author's role was to act as a consultant and to 
train the corresponding project leader in the GOKM approach before leaving 
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HBOS to complete the write-up of this thesis. The three cases were as follows: 
1. All senior managers in business divisions unanimously agreed that they 
would like to see their Group IT colleagues demonstrate a better understanding 
of business I commercial issues, rather than just provide technical knowledge. 
The suggested solution was to create a new business-focused colleague 
education programme. 
2. There was a significant interest expressed by senior managers to see more 
opportunities for synergies and cross over of work between departments, Le. 
avoid "re-inventing the wheel". A proposal was pulled together for Shared 
Services in HBOS. 
3. Problems with continuity, handover and knowledge transfer when employees 
moved positions, similar to those addressed at HSBC (Chapter 7), were also 
commonplace at HBOS. The "spin off' knowledge transfer methodology that 
was presented in Chapter 7 was communicated to the corresponding project 
leader, in order to be applied at HBOS. 
The implementation of the proposals above took place after the author had left 
HBOS and therefore are considered out of scope for this thesis. However, 
these are mentioned in order to demonstrate that, as in previous case studies, 
there was a follow-up application of GOKM at HBOS. 
8.9 GOKM methodology review after implementation at HBOS 
The purpose of this section is to revisit the GOKM methodology and explain 
how the implementation at HBOS has helped to further refine the methodology. 
As previously mentioned in Chapter 6 and Chapter 7, this is in line with the 
grounded theory approach that emphasises the need for theories to be 
grounded in empirical reality, by providing an iterative loop for theory, checking 
and refinement. 
8.9.1 The refinement of the GOKM methodology 
Following the implementation at HBOS and taking into account the key 
research findings, the GOKM methodology has been revised as follows 
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(amendments appear in bold font): 
1. Identify one or more strategic goals or operational problems that are of 
significant priority to the organisation and can be supported by a KM initiative 
1.1 The scopelsize of the problem can have an impact on short vs. long term KM 
strategy, so application of GOKM has to be adapted, Le. which steps and to what 
extent to be applied. 
2. If required, assess the impact of the goals or problems, including an estimate 
of the associated costs and benefits. If estimate of costs is impractical or less 
relevant, use other metrics, depending on the KM maturity of the organisation 
and the expectations of senior stakeholders. 
3. Carry out a scoped knowledge audit to identify the knowledge gaps that are 
contributing to the problem or will help to deliver the goal if closed or to identify 
knowledge that is at risk 
3.1 Consider the technology enablers that will need to be put in place in order to 
carry out the scoped knowledge audit 
4. Design a KM initiative that focuses on addressing the specific goals or 
problems 
4.1 Consider technology enablers that will need to be put in place in order to 
implement the initiative 
4.2 If applicable, consider the necessary adjustments to organisational structure 
and processes 
4.3 If applicable, consider any implications on human resource management and 
development 
4.4 Consider the impact of external/market conditions on the KM approach 
5. If required, prepare a business case that justifies the cost of implementing 
the solution by comparing it with the costs and benefits, derived in step 2, or by 
other metrics if costs are not being used 
6. Secure senior support and sponsorship based on the business· case from 
step 5 
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6.1 Adapt to corporate language when engaging with senior management 
7. Define measurable success criteria (e.g. cost, time, HR performance metrics 
etc.) based on the goals or problems to be addressed 
8. Identify the predominant organisational culture and KM maturity and how 
these will impact on the approach 
9. Gain workforce buy-in, based on the organisational culture and KM maturity 
identified from step 8 
9.1 Adapt to corporate language when engaging with the workforce 
9.2 Identify potential knowledge champions 
9.3 Develop managers as KM facilitators 
10. Identify suitable reward and/or recognition systems to encourage 
participation in the KM initiative 
11. Implement the KM initiative in a pilot scope 
11.1 Plan and implement a change management strategy (for significant 
changes that have been introduced by the KM initiative) 
12. Evaluate the success of the pilot against the defined criteria from step 7 
and highlight additional benefits 
13. Use the proven success to facilitate a wider roll out of the solution with a 
gradual expansion of scope and to promote new proposals to solve further 
problems. 
The next chapter presents an overall evaluation of GOKM as well as some 
further suggestions for improvement, based on hindsight gained from all three 
of the case studies at Danwood, HSBC and HBOS. 
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8.10 Summary 
This chapter has illustrated the application of the GOKM methodology at HBOS 
Bank. The author was placed in the Group IT department and, following 
analysis, discovered a significant misalignment between the IT portfolio and the 
business strategy. The processes for the engagement of Group IT with 
business divisions and portfolio planning/management were analysed via a 
seoped knowledge audit, which revealed considerable inefficiencies. This led to 
the design and implementation of a KM initiative that consisted of three key 
components: a shared project portfolio between Group IT and other business 
divisions, a knowledge-driven method for managing work requests and a 
knowledge-based method for gathering business requirements. Key 
observations and lessons learnt from the implementation were discussed and 
the GOKM methodology was reviewed and refined. 
This chapter, in addition to the contribution made by Chapter 7, has made a 
further contribution towards the achievement of Objective 6 (Implement the 
refined goal-oriented KM methodology in other industry settings in order to test 
its applicability and scalability in a wider business context). Chapter 9 and 
Chapter 10 focus on the achievement of Objective 7 (Evaluate the overall 
effectiveness of the goal-oriented KM methodology and provide 
recommendations for future research direction) by reviewing the overall impact 
of GOKM and making recommendations for further work, based on the insights 
gained from the case studies at Danwood, HSBC and HBOS. 
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Chapter 9: Evaluation of GOKM 
"However beautiful the strategy, you should occasionally look at the 
results. " 
*** Sir Winston Churchill *** 
9.1 Chapter overview 
This chapter presents the overall evaluation of GOKM by using five key criteria, 
as presented in section 9.2. In addition, the impact of GOKM at Danwood, 
HSBC and HBOS is contrasted against the specific criteria that were agreed 
with senior management in each case study. Hindsight gained from the three 
case studies leads to some suggestions for further refinement of the GOKM 
methodology. 
9.2 Method of evaluation 
GOKM has been designed, primarily, as a practical and pragmatic methodology 
that is applicable in industry. Therefore, it was deemed appropriate to design 
an equally practical and pragmatic evaluation framework to assess the impact 
of GOKM. During the course of the case studies at Danwood, HSBC and 
HBOS the various methods that practitioners used to evaluate projects, 
initiatives, technologies, frameworks and methodologies were observed. These 
methods were analysed, cross-referenced and distilled down to five key criteria 
that formed the basis of the evaluation of GOKM: bottom-line results, added 
value, flexibility, usability and durability. The selection of these criteria was 
based on how frequently they were used as well as how important they were 
perceived to be by practitioners. It must be acknowledged that the design and 
validity of this evaluation framework is, to some extent, limited by the subjective 
judgement of the practitioners that contributed to its design. However, this 
limitation is overridden by the fact that the evaluation framework satisfies the 
key requirement of being practical and pragmatic and, in addition, it has been 
validated by the primary "target audience" of GOKM - practitioners in industry. 
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The following questions are proposed to be answered in order to evaluate the 
effectiveness of GOKM: 
Bottom-line Results 
• How did GOKM perform against the defined success criteria in each case 
study? 
• To what extent can success in any of the case studies be attributed to 
GOKM? 
Added Value 
• Does the GOKM approach bring any added value, e.g. extra benefits other 
than just the defined success criteria of each case study? 
Flexibility 
• How flexible is the GOKM approach? 
• Can it be applied in numerous situations and environments and still yield 
results? 
Usability 
• Did participants in each case study find GOKM easy to understand and 
apply? 
• Did GOKM attract longer-term attention, e.g. after the completion of each 
case study? 
Durability 
• Is the GOKM approach durable? i.e. is it likely to be a useful tool for the 
long-term? 
• Can the GOKM approach evolve with new circumstances and therefore 
increase its own endurance? 
The above questions provide a driver for the evaluation of GOKM in the 
following sections, where GOKM is reviewed in each individual case study as 
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well as on an overall basis. 
9.3 Evaluation of the impact of GOKM at Danwood 
The application of GOKM at Oanwood brought significant results, both in terms 
of satisfying the success criteria as well as delivering additional benefits. As 
discussed in Chapter 6, Danwood had a significant problem with the end-to-end 
processing of sales orders. By applying GOKM, a new knowledge-centric 
approach was designed and implemented for sales order processing. This 
became known as the Sales Order Support (SOS) project. The specific 
success criteria that had been agreed with Oanwood's senior management 
were as follows: 
• Reduce average number of days for end-to-end order process from 14 to 7 
(achieved 8.5 days) 
• Reduce overdue orders from 29% to 10% 
(achieved 16%) 
• Reduce stock on hold for ovetdue orders from 83% to 33% 
(achieved 48%) 
In business terms, the above results are a significant success, especially when 
taking into consideration the time and resource constraints that had been 
imposed on the implementation. Although the target values for the success 
criteria had not been fully achieved, Oanwood's senior management, with the 
expectation that the ambitious target values would be achieved in the near 
future, endorsed the above results. 
It could perhaps be argued that a Significant proportion of these results could 
be attributed to the application of GOKM, because the efficiencies that brought 
these results were mainly achieved at the operational level, where the 
improved use and management of knowledge has enhanced the overall 
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performance of sales order business processes. However, as previously 
mentioned in Chapter 6, it is quite challenging to clearly demonstrate the exact 
amount of contribution made by GOKM and the SOS project towards the 
achievement of the success criteria, due to the influence of other factors that 
were outside of the control of the project. However, Danwood's senior 
management agreed that GOKM and the SOS project had made one of the 
most significant contributions towards success. 
In addition to the key success criteria, the application of GOKM also brought 
some added value benefits, e.g. improved communication between 
departments, common visibility of order progress across all departments, 
reduction of process complexity and therefore expected reduction in errors and 
repetition, improvement in efficiency of document flow, etc. 
An additional indication of the overall success of GOKM at Danwood was 
provided when the Director of Information Systems contacted the author, six 
months after the completion of the case study, in order to reiterate the positive 
impact of GOKM and the SOS project at Danwood. 
In the Danwood case study, GOKM demonstrated flexibility to the particular 
circumstances and durability since it was picked up and applied by others after 
the author's departure. One of the key factors that enable GOKM to be durable 
is evolution based on experience of application. The first application of GOKM 
at Danwood resulted in additional factors being added to the methodology: 
technology enablers for the knowledge audit, corporate vocabulary, knowledge 
champions, managers as KM facilitators and recognition for knowledge sharing. 
The success of GOKM at Danwood resulted in more initiatives and longer-term 
application of the methodology. The next KM initiative to be launched at 
Danwood aimed at building a knowledge base of all Danwood processes in 
order to evaluate and bring similar improvements to those achieved by the SOS 
project as well as support training and auditing needs. The GOKM approach 
was handed over, as a guide for the implementation, to Danwood's Process 
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Quality Manager, whom explained that he found the GOKM principles easy to 
understand and apply. 
The durability of GOKM is demonstrated in the fact that, two years after the first 
application of GOKM at Danwood, the SOS project had evolved into a new 
initiative that had an even wider scope and became known as project SOPHIE 
(Sales Order Processing that is Highly Effective), as reported in Danwood's 
Annual Report for 2007 (Dover, 2008): 
"Minimising the amount of time spent in administration can be done in many 
different ways. Improving accuracy has the dual benefit of reducing 
administration time and improving customer satisfaction. Project S.O.P.H.I.E. or 
Sales Order Processing that is Highly Effective, does just that. The project 
delivers an automated sales order processing system that links to other 
relevant internal systems. With all pricing, lease contracts, sales orders and 
service contracts completed automatically, with links into back office systems 
and all relevant internal departments, the flow of paperwork is significantly 
improved. During 2008 the Group will benefit from the effiCiency gains derived 
from the deployment of SOPHIE across aI/ sites". 
9.4 Evaluation of the impact of GOKM at HSBC 
The application of GOKM at HSBC delivered positive results against the 
defined criteria as well as added value benefits. As discussed in Chapter 7, 
HSBC was facing significant knowledge loss when employees were leaving key 
positions. By applying GOKM, a new approach was designed and implemented 
for the efficient transfer of knowledge between leavers and their successors. 
The success criteria required by HSBC on this occasion were focused on 
qualitative data and more specifically, feedback from study participants about 
the value added by the knowledge transfer initiative. Overall feedback from 
participants was very positive and indicated that successors were truly helped 
in taking on their new role with the support of the knowledge transfer initiative. 
Further indication of success was provided by Steve's feedback - the key 
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stakeholder in the application of GOKM at HSBC. Steve had previously 
attempted to address the issue of knowledge loss by inviting a series of KM 
consultants and practitioners to provide a solution. Steve was very clear in that 
he believed that GOKM had yielded the most significant and pragmatic results 
and at the same time had also received the most positive feedback from case 
study participants. 
The success of these results can, to a fair extent, be attributed to the 
application of GOKM because the transfer of critical knowledge from leavers to 
successors means that the successors need to spend less time on "learning by 
experience". In other words, successors can rapidly apply lessons learnt from 
their corresponding predecessor's experience and therefore reduce their time-
to-competency, while also needing less support from external consultants and 
contractors. 
In addition to the above, the application of GOKM also brought some added 
value benefits, e.g. knowledge harvest reports that were more content-rich than 
those produced in previous exercises; knowledge-driven improvements to 
business operations; and expansion of knowledge transfer to a wider audience. 
As previously discussed in Chapter 7, the success of GOKM at HSBC resulted 
in a gradual expansion of scope and application. A special focus in this 
expansion of scope was set on migrating complex business processes to India 
and Brazil. The migration project leader was trained on how to apply the GOKM 
methodology. The project leader was then responsible for passing on the 
method to her team for wider distribution and application. In a similar way to the 
Process Quality Manager in the Danwood case study, the migration project 
leader explained that she found the concepts of GOKM straightforward to 
understand and apply. 
As with the case study at Danwood, GOKM demonstrated flexibility in terms of 
the specific KM requirements at HSBC and durability in terms of being further 
applied as part of other initiatives. Following the implementation at HSBC, 
GOKM demonstrated further evolution with the inclusion of additional factors in 
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the methodology: scope/size of the problem, KM maturity, alternative metrics 
where costs are impractical and identifying knowledge that is at risk. 
9.5 Evaluation of the impact of GOKM at HBOS 
The application of GOKM at HBOS provided an opportunity for a third case 
study while delivering a strong performance against the success criteria that 
had been set by senior IT management. As discussed in Chapter 8, HBOS was 
dealing with a significant misalignment between the business strategy and the 
IT project portfolio. By applying GOKM, a new set of knowledge-driven 
processes for business engagement and portfolio management were designed 
and implemented. The success criteria that had been defined by senior IT 
management were as follows: 
1. Fully implemented central point of contact for managing project initiation 
requests 
2. Fully implemented method for identifying and involving key knowledge 
holders at project initiation 
3. Fully integrated process for capturing key business requirements and 
reviewing wider impact 
4. Clearly defined project initiation process with clear accountabilities for all 
parties involved 
5. Fully integrated mechanism for shared portfolio management and 
businessliT strategy 
6. Reduced average time (from eight weeks to approx. four weeks) needed for 
producing an IT estimate of project costs and timescales 
Due to constraints of not being able to disclose HBOS financial and other 
quantitative data in this thesis, the evaluation against the success criteria has 
primarily relied on qualitative data and more specifically, as with HSBC, on 
feedback from key stakeholders. Completion of the first four success criteria 
was demonstrated in Chapter 8 via the positive feedback received from senior 
business and IT stakeholders. Completion of the fifth success criterion was also 
achieved, as indicated by feedback, despite the challenges of organisational 
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politics and "power exchange" between departments. Feedback from senior 
managers suggested that it was "the best way forward for HBOS". 
Some early data analysis indicated that the final criterion had been partially 
achieved (5 - 6 weeks of average time needed to produce an IT estimate of 
costs and timescales with a target of 4 weeks). However, participating business 
analysts forecasted that the target of 4 weeks would be achieved by allowing 
more time for the new process to become fully embedded into the HBOS 
process structure. Feedback from senior managers suggested that they were 
pleased with this reported progress. 
Due to the qualitative nature of the available data, it is difficult to demonstrate· 
the proportion of the success that can be attributed to GOKM. However, it is 
worth noting that all stakeholders agreed that the application of GOKM has had 
a significant impact on business engagement and the alignment of the Group IT 
project portfolio to the business strategy at HBOS. 
As with the previous case studies at Danwood and HSBC, GOKM 
demonstrated flexibility in terms of the specific KM requirements at HBOS and 
durability in terms of being further applied as part of other initiatives. Following 
the implementation at HBOS, GOKM demonstrated further evolution with the 
inclusion of additional factors in the methodology: external/market conditions 
and change management strategy. It is worth noting that external conditions 
had been recognised as one of the eleven KM factors during the analysis that 
was performed in Chapter 5. However, at that point in time, external conditions 
were simply considered to be something to be generally aware of when 
implementing KM, rather than to be explicitly included in the GOKM 
methodology. This perception was changed following the experience of 
applying GOKM at HBOS during a period of volatile market conditions (known 
as the "credit crunch"). It was realised that it is important to take external 
conditions into consideration as early as possible, i.e. at the design phase of a 
KM initiative, because they have an impact on the "organisational climate". This 
is discussed further in the following section (9.6). 
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The success of GOKM at HBOS attracted further attention from senior IT 
managers and resulted in three proposals for further application of the 
methodology, as previously discussed in Chapter 8. These proposals were 
focused on improving the business knowledge of IT colleagues, nurturing 
synergies and knowledge sharing between the many departments in HBOS 
and managing efficient knowledge transfer for colleagues that were leaving key 
positions (by applying the KTW approach that was presented in Chapter 7). In 
all of these new proposals, the author's role was to act as a consultant and 
train the corresponding project leader in the GOKM methodology before the 
author left HBOS to write up this thesis. It is worth highlighting that all project 
leaders expressed that they found the GOKM methodology to be pragmatic and 
therefore suitable and applicable in the HBOS business environment. 
9.6 Further refinement of the GOKM methodology 
Following the implementation of GOKM in three case studies and taking into 
account the key research findings as well as hindsight that is discussed below 
in this section, some further refinements to the methodology are proposed as 
follows (amendments appear in bold font): 
1. Identify one or more strategic goals or operational problems that are of 
significant priority to the organisation and can be supported by a KM initiative 
1.1 The scope/size of the problem can have an impact on short vs. long term KM 
strategy, so application of GOKM has to be adapted, i.e. which steps and to what 
extent to be applied. 
2. If required, assess the impact of the goals or problems, including an estimate 
of the associated costs and benefits. If estimate of costs is impractical or less 
relevant, use other metrics, depending on the KM maturity of the organisation 
and the expectations of senior stakeholders. 
3. Carry out a scoped knowledge audit to identify the knowledge gaps that are 
contributing to the problem or will help to deliver the goal if closed or to identify 
knowledge that is at risk 
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3.1 Consider the technology enablers that will need to be put in place in order to 
carry out the scoped knowledge audit 
4. Design a KM initiative that focuses on addressing the specific goals or 
problems 
4.1 Consider technology enablers that will need to be put in place in order to 
implement the initiative 
4.2 If applicable, consider the necessary adjustments to organisational structure 
and processes 
4.3 If applicable, consider any implications on human resource management and 
development 
4.4 Consider the impact of external/market conditions on the KM approach 
5. If required, prepare a business case that justifies the cost of implementing 
the solution by comparing it with the costs and benefits, derived in step 2, or by 
other metrics if costs are not being used 
6. Secure senior support and sponsorship based on the business case from 
step 5 
6.1 Adapt to corporate language when engaging with senior management 
7. Define measurable success criteria (e.g. cost, time, HR performance metrics 
etc.) based on the goals or problems to be addressed 
8. Identify the predominant organisational culture, organisational climate and 
KM maturity and how these will impact on the approach 
9. Gain workforce buy-in, based on the organisational culture, organisational 
climate and KM maturity identified from step 8 
9.1 Adapt to corporate language when engaging with the workforce 
9.2 Identify potential knowledge champions 
9.3 Develop managers as KM facilitators 
10. Identify suitable reward and/or recognition systems to encourage 
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participation in the KM initiative 
11. Implement the KM initiative in a pilot scope 
11.1 Plan and implement a change management strategy (for significant changes 
that have been introduced by the KM initiative) 
12. Evaluate the success of the pilot against the defined criteria from step 7 
and highlight additional benefits 
13. Use the proven success to facilitate a wider roll out of the solution with a 
gradual expansion of scope and to promote new proposals to solve further 
problems. Take into consideration whether the business goals have 
changed and whether the KM maturity has evolved. 
In the HBOS case study, it was noticed that a gradual change in the 
"organisational climate" occurred during the period of the credit crunch. In 
general, an organisation's climate is thought to be a direct behavioural 
manifestation of organisational culture, which is a deeper and less consciously 
held set of cognitions and affective attachments (Schein,1985; Mikkelsen and 
Gronhaug, 1999; Janz and Prasarnphanich, 2003). Culture and climate often 
measure the same phenomenon - organisation reward systems,organisational 
support, and the like - but climate is considered the more visible and adaptive 
of the two (James and Jones, 1979; Janz and Prasarnphanich, 2003). 
According to Janz and Prasarnphanich (2003) the most significant and 
commonly studied dimensions of organisational climate are risk, reward, 
warmth and support. Risk measures the orientation of the organisation toward 
undertaking potentially innovative initiatives with uncertain outcomes. Reward 
is a measure of how well the organisation recognizes employee performance 
with rewards. Warmth is a measure of the friendliness of the atmosphere in the 
organisation. Support is a measure of the organisation's interest in the welfare 
of the employee. 
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The external conditions, i.e. the credit crunch, seemed to have a significant 
impact on HBOS's organisational climate - especially on the aspects of risk 
and warmth - during the case study. It is suspected that the change in 
organisational climate had some impact on the application of GOKM at HBOS, 
although it is not clear to what extent. Perhaps if the organisational climate had 
been somehow measured at the beginning of the case study, the GOKM 
approach could have been adapted in order to produce optimum results. 
Although organisational climate measurement is considered outside the scope 
of this thesis, it is worth mentioning that Janz and Prasarnphanich's (2003) do 
present an organisational climate measurement scale that could be adapted to 
inform the GOKM approach. Therefore, it has been recommended that an 
amendment should be made to the GOKM methodology to include 
organisational climate as a factor, as demonstrated above in GOKM steps 8 
and 9. 
Following the experience of applying GOKM in three organisations, the author 
has a better appreciation of how, frequently and dynamically, goals and 
priorities can change in a competitive industry environment. In addition, it has 
been noticed that the KM maturity of each organisation seemed to evolve with 
each application of GOKM. Therefore, it would make sense to take this into 
consideration when preparing new KM proposals. For these reasons, a further 
amendment to the GOKM methodology has been suggested, as demonstrated 
above in GOKM step 13. However, it is worth noting that further research is 
required on how to more accurately identify and measure organisational KM 
maturity. This forms part of the recommendations for further work in section 
10.3.3. 
9.7 Conclusion 
The evaluation of GOKM in three organisations indicates a good overall 
performance against the evaluation criteria that were presented in section 9.2, 
i.e. bottom-line results, added value, flexibility, usability and durability. In 
addition, the impact of GOKM in each organisation was measured against the 
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specific criteria that were agreed with senior management in each case. In the 
Danwood case study, performance against success criteria was measured 
mainly with quantitative data, whereas in the HSBC and HBOS case studies it 
was measured mainly with qualitative data. This perhaps provides some 
evidence to support the use of a pragmatic mix of approaches for measuring 
KM performance, according to the particular context and goals of each 
organisation, as previously advocated in Chapter 2. A summary of the 
evaluation of GOKM performance in the three case studies is presented in 
Table 9.1. 
Evaiuationcriterlii··/·· Bottom-line Added Flexibility 
. ................................. 
Durability 
1"""'- -'--"-'-'-"--""""'-"""""""""""''''''''-, .. ""-, ......... 
Usability Supporting Data 
;Case study Results Value 
'Dan~10d ca.e study 0{ 0{ 0{ 0{ 0{ Quantitative (primarily) and Qualitative 
HSBC cose study 0{ .{ .{ 0{ 0{ Qualitative 
iHBOS tase .tudy 0{ 0{ 0{ 0{ Qualitative (primarily) and Quantitative 
Table 9.1: Summary of the evaluation of GOKM performance in three case studies 
It is worth noting that some of the GOKM steps were relevant and applicable to 
a greater or lesser extent, depending on the particular context, priorities and 
time constraints of each case study. In some instances there were GOKM 
steps that were not required at all. Furthermore, it was observed that, in 
practice, some of the GOKM steps were applied out of sequence or in parallel. 
However, this is not considered to be a problem. In fact, this demonstrates 
further the flexibility of the GOKM approach. In recognition of the flexibility 
required in practice, the design of GOKM actually demonstrates some elements 
that are not strictly in sequence. For example, the assessment of organisational 
KM maturity takes place in GOKM step 8, yet GOKM step 2 may depend on 
KM maturity assessment when using non-financial metrics. In essence, the only 
step that the author would insist on being applied in sequence is GOKM step 1, 
i.e. to start with identifying the particular goal or problem that needs to be 
addressed. 
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In the final chapter, the research aim and objectives are revisited and some 
recommendations for further work are provided, as well as an overall 
conclusion on the contribution of this thesis. 
206 
Goal-Oriented Knowledge Management 
Chapter 10: Conclusions and recommendations for 
further work 
"The outcome of any serious research can only be to make two 
questions grow where one question grew before." 
*** Thorstein Veblen *** 
10.1 Chapter overview 
In this final chapter, the research aim and objectives are revisited in order to 
examine whether and how they have been achieved. This is followed by a 
critical analysis of the limitations and advantages of performing research in 
industry as well as recommendations for further work. Finally, an overall 
conclusion on the contribution of this research to the development of goal-
oriented KM theory is presented. 
10.2 Research aim and objectives revisited 
The aim of this research, as presented in Chapter 1 and revised in Chapter 2, 
was to "design and evaluate a pragmatic methodology that employs the most 
appropriate KM methods in order to address specific organisational goals or 
problems." 
Seven key objectives were identified that needed to be met in order to achieve 
the aim. These are presented and discussed below. 
1. Review and analyse published academic literature and industry-based 
case studies in order to: 
1.1 Understand existing KM approaches (Chapter 2) 
1.2 Identify key success factors and barriers for effective KM implementations 
(Chapter 5) 
1.3 Choose the most appropriate research methodology that needs to be 
applied in order to satisfy the research aim (Chapter 3) 
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Objective 1_1 was addressed in Chapter 2, where a comparison of KM 
strategies and approaches as well as KM frameworks and methodologies was 
presented, including agreements and disagreements about their elements, 
structure, terminology and emphasis. 
Chapter 2 also laid some of the foundations for the achievement of Objective 
1.2, which was fully addressed in Chapter 5 with a comprehensive review of key 
success factors and barriers for effective KM implementations. 
Objective 1.3 was addressed in Chapter 3, where a variety of research 
approaches were discussed, in order to identify those that were most suitable to 
employ for this research. The chosen research methods were presented in a 
mind map and took into consideration the research objectives as well as the 
particular environment (industry) and circumstances in which the research was 
to be carried out. In addition, the methods used in previous similar studies also 
provided guidance for the choices of research methods. 
2. Conduct a pilot study into managing knowledge in industry (Chapter 4) 
Objective 2 was addressed in Chapter 4 with a pilot study of KM conducted at 
Danwood. The standard pattem of audit, analysis and system design initially 
appeared to be successful, but an unwillingness of the company to prioritise the 
proposed changes eventually led to the failure of the initiative. Reflection on the 
project outcome led to further research into the reasons for the failure and a re-
evaluation of the approach taken. The conclusions reinforced the need for a 
goal-oriented approach to KM. 
3. Design a goal-oriented KM methodology, based on analysis of KM 
methods from the literature review as well as lessons learnt from the pilot 
study (Chapter 5) 
Some of the groundwork for the achievement of Objective 3 was presented in 
Chapter 2 and then followed up and fully addressed in Chapter 5, where the first 
version of the GOKM methodology was presented. The three key influencers 
that shaped this first version were: the review of existing KM approaches that 
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demonstrated goal-oriented thinking (Chapter 2), the pilot KM study that was 
carried out at Danwood (Chapter 4) and the review of factors that influence KM 
(Chapter 5). 
4. Implement the goal-oriented KM methodology in industry and evaluate 
its ability to address specific organisational problems with pragmatic 
metrics (Chapter 6) 
Objective 4 was addressed in Chapter 6 by presenting the first-time application 
of the GOKM methodology, which took place at Danwood. As a result, a new 
proposal to restructure core departments in order to create a knowledge-driven 
centre of excellence was presented. Following approval by Danwood's board of 
directors, the implementation of the proposal was carried out and the key 
observations were discussed. 
Chapter 2 also made a contribution towards Objective 4 by presenting the 
challenge of evaluating KM performance, along with a review of various 
evaluation perspectives. 
5. Refine the goal-oriented KM methodology, based on lessons learnt from 
implementing in industry (Chapter 6) 
Chapter 6 also addressed Objective 5, by revisiting the GOKM methodology 
after its first-time application at Danwood, in order to demonstrate how the 
lessons learnt from the case study helped to refine the approach. 
6. Implement the refined goal-oriented KM methodology in other industry 
settings in order to test its applicability and scalability in a wider business 
context (Chapter 7 and Chapter 8) 
Objective 6 was addressed in Chapter 7 as well as Chapter 8 with the 
implementation of GOKM at HSBC and HBOS respectively. In Chapter 7, the 
application of GOKM led to the design and implementation of a five-step 
knowledge transfer initiative to minimise the loss of critical knowledge. In 
Chapter 8, the application of GOKM led to the design and implementation of a 
KM initiative that consisted of three key components: a shared project portfolio 
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between Group IT and other business divisions, a knowledge-driven method for 
managing work requests and a knowledge-based method for gathering 
business requirements. In both Chapter 7 and Chapter 8, the key observations 
and lessons learnt from the implementations were discussed and the GOKM 
methodology was reviewed and further refined. 
7. Evaluate the overall effectiveness of the goal-oriented KM methodology 
and provide recommendations for future research direction (Chapter 9 
and Chapter 10) 
Objective 7 was addressed in Chapter 9 and Chapter 10. In Chapter 9, the 
overall evaluation of GOKM by using five key criteria (bottom-line results, added 
value, flexibility, usability and durability) was presented. In addition, the impact 
of GOKM in each organisation was measured against the specific criteria that 
were agreed with senior management in each case study. The overall impact of 
GOKM in the three case study organisations was also discussed. Finally, 
Chapter 10 presented conclusions and recommendations for future research 
direction based on both theoretical insights gained from the literature review and 
practical insights gained from the implementation of GOKM at Danwood, HSBC 
and HBOS. 
10.3 Conclusions and further work 
This section describes some research limitations as well as reflections on 
performing research in industry and the methods used to do so. This is followed 
by recommendations for further work. 
10.3.1 Research limitations and advantages 
The case studies at Danwood, HSBC and HBOS have provided some evidence 
of the effectiveness of the GOKM methodology, while also contributing to its 
refinement. Three case studies are not considered as enough to reach 
"theoretical saturation" (discussed in Chapter 2) for GOKM. In other words, 
more case studies are likely to lead to further refinement of the methodology. 
However, the total duration of the three case studies used in this thesis has 
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already exceeded the timeframe that is normally expected for doctoral research 
at Loughborough University. Therefore, the 'suggestion is that the theoretical 
development of GOKM should continue via further action research case 
studies. This forms part of the recommendations for future research (in section 
10.3.3). 
Another limitation of the three case studies in this thesis is perhaps that two out 
of three (HSBC and HBOS) were in the same business sector- banking. Three 
case studies in three different business sectors may have offered additional 
insights about the effectiveness of GOKM and may have also contributed 
further towards its refinement. Nevertheless, it is worth mentioning that HSBC 
and HBOS are, after all, unique organisations with their own particular culture, 
values, strategy and priorities. For example, HSBC was primarily focused on 
international markets whereas HBOS was primarily focused on the UK market 
and especially on mortgage lending. These differences between HSBC and 
HBOS did offer different perspectives on the applicability of GOKM. 
It is also worth mentioning that each of the three participating organisations 
seemed to represent a different category in Handy's (1985) typology (presented 
in Chapter 5) of organisational cultures. Although this was by chance rather 
than by design, it perhaps adds some further credibility to the evaluation of 
GOKM, since it has been tested in three distinctly different organisational 
cultures. 
Finally, the variety of sizes of the participating organisations, i.e. Danwood 
(small-to-medium enterprise), HBOS (international but primarily UK-focused) 
and HSBC (multinational) has also offered diverse perspectives on the 
relevance, impact and refinement of GOKM. 
10.3.2 Reflections on performing research in industry and methods used 
Performing research in industry has, overall, been a positive and productive 
experience. This thesis has demonstrated that applying a grounded theoretical 
approach for research in industry can produce Significant results. Furthermore, 
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the placement of the author as an action researcher in each business case has 
provided a very useful "insider's view". The insights produced from this 
approach would be hard, if not impossible, to replicate in a purely theoretical 
study. However, it is also important to mention that performing research in 
industry requires the researcher to perform a difficult "balancing act" - to gather 
evidence that supports academic research while also producing bottom-line 
results for the participating organisations. Time pressure is a constant in 
competitive business environments and this can have an impact on how 
research methods are applied. Essentially, this can lead to a simplification of 
the methods used, based on the premise that it is better to use a simplified 
method in the available time rather than no method at all. In fact, it was noticed 
that the principle of simplification was an evident reality and produced bottom-
line results in all of the three case study organisations. 
10.3.3 Recommendations for further work 
In line with the opening quotation of this chapter, the author would like to make 
some suggestions for future research, based on the experience and knowledge 
gained from performing the research for this thesis. 
The first suggestion, as previously mentioned in section 9.7.1, is to carry out 
further case studies of the application of GOKM in other industry settings, in 
order to continue to refine GOKM and increase its scalability in a wider 
business context. If possible, the case studies could be performed in different 
industry sectors to those presented in this thesis and perhaps even in other 
countries so as to study the potential impact of local culture on GOKM. 
Performing additional case studies would also offer the opportunity to expand 
the list of KM factors that were presented in Chapter 5. The three case studies 
presented in this thesis have already added to the KM factors list, e.g. 
organisational climate and KM maturity. 
The second suggestion would be to perform research on how to more 
accurately identify the predominant organisational culture, organisational 
climate and KM maturity of the organisation where GOKM is being applied. 
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Ashkanasy et al. (2000) and Jashapara (2004) offer some interesting 
suggestions on how to assess organisational culture, while Janz and 
Prasarnphanich's (2003) present their own framework for assessing 
organisational climate. A starting point for research into KM maturity has been 
offered, by proposing the basic formula: "KM Maturity = existing KM activities + 
organisational culture". 
Fundamentally, the GOKM approach encourages KM practitioners to start by 
asking: "What problem are we trying to solve?". The experience gained from 
the three case studies has led to the conclusion that it could be just as relevant 
and important to ask: "Whose problem are we trying to solve?". This could 
perhaps be pursued as a significant contribution to the evolution of GOKM. 
In addition to expanding the boundaries of the GOKM methodology, there are 
some further opportunities for future research that are worth highlighting. For 
example, the importance of being able to "decodify" explicit knowledge, i.e. to 
understand the related terminology, ontology and taxonomy, was recognised in 
Chapter 7. Hall (2006) offers a theoretical basis as a starting point to pursue 
this further. Another opportunity for future research relates to the subject of 
rewards for knowledge sharing. It is worth noting that the job leavers in the 
HSBC case study were either moving to another position internally in the 
company or retiring or going on maternity leave. None were leaving the 
company to work elsewhere. This raises the question of whether the 
recognition-based incentives used in the case study would still be effective in 
the scenario where the job leaver is actually leaving the company. Whatever 
the destination of a job leaver, it is likely to be beneficial to keep in touch with 
the job leaver for future knowledge exchange. This raises a further question of 
what kind of incentives would be suitable for encouraging job leavers to stay in 
contact and make further knowledge contributions after leaving. 
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10.4 Overall conclusion 
This thesis has fulfilled the aim and objectives that were stated in Chapter 1, 
updated in Chapter 2 and revisited in this chapter. The pursuit of a KM 
methodology that would focus on addressing specific organisational goals or 
problems led to the development of GOKM. The GOKM methodology was then 
successfully implemented, evaluated and refined via three case studies in 
industry, while also producing significant benefits for the participating 
organisations. 
This thesis has made a contribution to knowledge by presenting a novel goal-
oriented KM methodology that addresses all of the key KM enablers and 
barriers. No other goal-oriented KM methodology has been found in the 
literature that explicitly addresses all of these factors. An additional contribution 
to knowledge has been made by presenting an original evaluation framework 
that was developed and applied to assess the impact of GOKM in industry. 
The ideas involved in the core design of GOKM are not specific to any 
particular domain. Therefore, there is great potential for GOKM to be applicable 
in a much wider context and this provides many noteworthy opportunities for 
future research. 
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Appendix A: Samples of outputs of previous knowledge 
transfer exercises at HSBC (prior to the application of GOKM) 
Sample 1: Josephine - Register Maintenance Manager 
In doing your current role what are the main issues you need to be aware 
of? 
• Highly Regulated business. All SLA's, procedures, processes, staff I.e. T&C 
have to meet regulatory guidelines/rules - FSA closely monitoring our 
industry. 
• Breaches will result if procedures are not followed and timescales not met. 
• Maintenance of approximately 1.1 million ISA accounts. 
• Use MI to highlight trends in such as complaints/BRIEs and look for 
preventatives quickly. 
• Customer complaints, monetary losses and loss of bank's reputation if 
errors are made/timescales not met. 
• Customer contact by telephone and letter. Must give good service and 
ensure customers expectations are met. 
• Large processing jobs are completed e.g. income runs, direct debit runs-
both payment and collection One mistake affects thousands of clients and 
can risk £m's. 
• Staff retention. Fully trained and motivated staff are essential. 
• Fraud - internal and external. Full audit controls needed for such as safes, 
pre-signed cheques, system changes. 
• We are the registrars for HSBC unit trusts/OEICs- 4 OEICS - 25 Sub funds-
Approx 95,000 accounts. 
• Planning for key times e.g. tax year end, client reports, corporate AGM's, 
OEIC AGM's, OEIC distributions. 
• User acceptance testing is carried out fully and competently. 
• Inland Revenue reporting needs to be completed accurately and to given 
deadlines e.g. ESD, S18, S17, S16. 
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What are the key knowledge/experience areas required for someone 
doing your current role? 
• Understanding of regulated processes/procedures. 
• Knowledge of systems in use. 
• Understanding of legal documents such as power of attorney, GOP, deeds 
etc. 
• Money laundering 
• Maintenance of a register - OEICs. 
• Data protection, 
• What's needed under European Savings directive, S18, S17, S16, SDRT 
• How to assess risk. 
• Capabilities of GSC, their structure and how they work, monitor process etc 
• Distributions process. 
• AGM's 
• Knowledge of basic products - OEICS/Unit Trusts and PEPIISAs 
• BACS system 
• Reports available - what to use and when. 
• Ad hoc reports. 
• Priorities of work and how to control workflow. 
• Knowledge of other areas within business. 
• Where to go for answers to non standard issues/queries 
• Structure of processing area and key people 
• How to manage headcount 
• Use of internal departments such as Bootie, CIC 
• Launch of new funds 
• Wind down of existing funds 
• Fund mergers 
• Criteria for mailings issued e.g. from CUTAS. 
• Audit requirements including State Street 
• Use headcount effectively. 
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• Cross train staff. Do not have teams working in isolation. 
• Nominees - large exercise such as transferring shares from/to bulk holding 
account to/from individually designated accounts. Can run into thousands 
of transfers. Need to know how to handle. 
• Look for efficiencies without compromising on meeting regulations and 
audit. 
What are the areas that give you most concern in doing your job from day 
to day? 
• See under all headings above. 
• Procedures not being followed. 
• Changes made by staff to procedures without knowing or understanding the 
reSUlt/impact. 
• Understanding by staff of necessity to complete tasks within regulatory 
timescales. 
• Breakdown in process e.g. rates not received for distribution or other area in 
HIFA don't complete their step in the chain. 
• Spreading resource too thin when being presented with such as new 
products, tranches etc. 
• System failure 
• Lack of ownership by key individuals 
• Audit checks not being completed. 
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Sample 2: Margaret - Reconciliations Manager 
In doing your current role what are the main issues you need to be aware 
of? 
• Highly Regulated business. All SLA's, procedures, processes, staff I.e. 
T&C have to meet regulatory guidelines/rules - FSA closely monitoring our 
industry. 
• All Reconciliations completed within the 10 working day deadline. 
• Breaches will result if procedures are not followed and timescales not met. 
• Use MI to highlight trends and look for preventative action by section. 
• Monetary losses and loss of bank's reputation if errors are madeltimescales 
not met. 
• Internal Customer contact by telephone and leiter. Must give good service 
and ensure customers expectations are met. 
• Processing of interest allocation -one mistake affects thousands of clients 
. and can risk £m's. 
• Staff retention. Fully trained and motivated staff are essential. 
• Fraud - internal and external. Full audit controls needed for such as safes, 
pre-signed cheques, system changes. 
• Planning for key times e.g. tax year end, tranche end, maturities, 
monthly/quarterley reports, distributions. 
• User acceptance testing is carried out fully and competently. 
• Inland Revenue reporting needs to be completed accurately and to given 
deadlines e,g 
PEP/ISA 10. PEP/ISA 14, ISA 25. 
• Full knowledge of Client Money Regulations. 
• Full understanding of Asset Recs and the reason for them. 
• Full understanding of how and where to obtain relevant 
statistics/figures/information from. 
• Production of comprehensive MI on a weekly basis 
255 
Goal-Oriented Knowledge Management 
What are the key knowledge/experience areas required for someone 
doing your current role? 
• Understanding of regulated processes/procedures. 
• Knowledge of systems in use. 
• Understanding of legal documents such as power of attorney, GOP, deeds 
etc. 
• Money laundering 
• Data protection, 
• Full knowledge of PEP/ISA Guidelines 
• How to assess risk. 
• Capabilities of GSC, their structure and how they work, monitor process etc 
• Distributions process and subsequent reconciliation needs. 
• Knowledge of basic products - OEICS/Unit Trusts and PEPIISAs 
• Priorities of work and how to control workflow. 
• Knowledge of other areas within business. 
• Where to go for answers to non standard issues/queries 
• Structure of processing area and key people 
• How to manage headcount 
• Launch of new funds/tranche products and the impact on reconciliations. 
• Wind down of existing funds and impact on reconciliations 
• Audit requirements including State StreetlKPMGllnland Revenuellnternal 
• Use headcount effectively. 
• Cross train staff. Do not have teams working in isolation. 
• Look for efficiencies without compromising on meeting regulations and 
audit. 
• Establish and develop relationships/contact with relevant key staff. 
• Contacts - Chris F. - Finance 
• Neil P. - Finance 
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• Paul P. - Group Banking 
What are the areas that give you most concern in doing your job from day 
to day? 
• Client Money breaches 
• Non-clearance of outstanding reconciliation entries 
• Ownership of outstanding reconciliation entries. 
• Lack of product knowledge. 
• Procedures not being followed. 
• Changes made by staff to procedures without knowing or understanding the 
result/impact. 
• Understanding by staff of necessity to complete tasks within regulatory 
timescales. 
• Breakdown in process e.g. rates not received for distribution or other area in 
HIFA don't complete their step in the chain. 
• Spreading resource too thin when being presented with such as new 
products, tranches etc. 
• System failure 
• Lack of ownership by key individuals 
• Audit checks not being completed. 
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Appendix B: Sample of typical questions asked in a 
Knowledge Transfer Workshops (KTWs) at HSBC 
• adapted from Archibald (2004) 
• Beyond job descriptions, what is "at the heart" of this job? 
• What are the pressing issues (e.g. decisions, threats, opportunities, 
events, etc.), specific to your current job, that need to be resolved urgently? 
• Are there any dormant issues (e.g. threats, opportunities) that should be 
resolved in the long term? 
• What is most likely to go wrong and how to you usually respond? Do you 
have any speCific (uncommon) skills you use for complex troubleshooting? 
• What mistakes have been made in connection with your project(s) that 
could be avoided in the future? 
• Do you have any unique vendor knowledge / relationships? 
• Who are the people that you operationally interact with most frequently 
and for whom you are the main or only point of contact in your team? 
• Who are your key contacts (internal or external) for things like expert 
advice, decisions, permissions, getting something processed or expedited? 
• Can you provide any "inside tips" on preferences/quirks of your key 
contacts? 
• Are there any unexploited ideas or potential improvements/innovations 
that you would like to mention? 
• Do you feel that you've received adequate training and development 
during the course of performing this role? (Feedback for HR) 
• Is there anything else generally of which the successor should be aware? 
• Would you be willing to stay in contact for future knowledge exchange? 
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Appendix C: Sample Knowledge Harvest Report from HSBC 
Interviewee: Tracey, Leadership Development Programme Manager, HSBC 
Facilitator: Peter, Research Student, Loughborough University 
Knowledge Mediator: Steve, Learning and Development Consultant, HSBC 
Executive Summary 
Tracey is a highly regarded expert that has designed and delivered many pioneering training 
programmes on a global scale. Tracey's move to a new role within the Group has presented 
a significant problem with finding a suitable successor. The main objectives of this 
knowledge harvest have been to build a profile of Tracey's job-relevant knowledge, build a 
list of experience-based hints and tips for the successor and produce a list of additional 
suggestions that will enhance job performance. 
Leadership Development Programmes Manager is a challenging role that will require a 
highly skilled and experienced successor. He/she will have to be able to demonstrate strong 
project management skills, communicate with employees at various levels of seniority -
taking into account business context and cultural influences, promote collaboration with 
trainers and managers on a global scale, design programmes that can be tailored to local 
requirements, while ensuring quality is maintained throughout each region, provide many 
levels of support to trainers and bring together the collective knowledge of trainers and 
managers, while taking into account management restructurings and changing market 
conditions. 
"Post-impact" evaluation of training programmes, i.e. evaluating the impact of training on day-
to-day job performance, has been highlighted as a more accurate method of evaluation that is 
currently in the early stages of implementation within the Group. It is highly recommended 
that the successor should promote a full-scale implementation. It is also recommended that 
ad-hoc "refresher courses" are developed to assist managers with solving "front-line" issues 
by taking advantage of the knowledge and experience of other managers that have faced 
similar issues. 
So far, all knowledge harvest interviews, within the Group, have been performed at the point 
of an employee's exit from his/her current role. Although this does add value, it does not 
fully exploit the benefits of knowledge harvesting. It is recommended that "knowledge 
workers" should be interviewed at strategically selected time intervals throughout their 
career with the Group. By following such an approach the Group would be able to improve 
its succession planning strategy, gain more from an employee's knowledge throughout 
his/her career and not only on exit from the role and leverage the collective expertise of 
"knowledge workers' in order to sustain competitive advantage. 
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Introduction 
This knowledge harvest exercise has been called for as a result of Tracey's 
move from her role as Leadership Development Programmes Manager to a 
new role within the Group. Tracey is a highly regarded expert in her field and 
has designed and delivered many pioneering training programmes on a 
global scale. Her move to a new role has presented a significant problem to 
the organisation with regards to finding a suitable successor. This 
knowledge harvest exercise has been commissioned with the purpose of 
fulfilling three major aims. These are to: 
• Build a profile of Tracey's job-relevant knowledge and experience in order 
to identify a suitable successor with a similar profile. 
• Produce a list of Tracey's hints and tips for the successor. These will be 
based on practical experience of the role and will be in order of importance 
(Le. business risk, risk of knowledge loss and impact on job performance). 
• Produce a list of additional suggestions for the improvement of policies 
and processes that may currently provide hindrance to optimum job 
performance. 
This report presents Tracey's jOb-relevant knowledge profile, experience-
based hints and tips for the successor, suggestions for improvement to 
policies and processes, key contacts that support the development and 
delivery of training programmes and some further comments and conclusions 
by Peter Balafas. 
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Main responsibilities of Leadership Development Programmes 
Manager 
(in order of importance, Le_ business risk, risk of knowledge loss, job 
performance) 
1. The remodelling of internal management training programmes is a 
major global project with design and resourcing challenges across a 
range of RGTs and businesses. 
2. To directly manage the development and delivery of a suite of 
programmes that meet Group- and UK-based business needs. 
3. Relationship manage the implementation of new programmes across 
the global community of Group Management Development Trainers. 
4. To continually reassess the operational risks inherent in the 
business, taking account of changing economic or market conditions, 
legal and regulatory requirements, operating procedures and practices, 
management restructurings, and the impact of new technology. 
5. To support and participate in the work of other units within Strategic 
Skills I Leadership Development. 
Additional responsibilities: 
• Mobilise strategy to achieve mindset change to manage for growth. 
• Facilitate the continuous development of GMD. 
• Chair a global faculty of representatives from the MD community to 
share best practice, local initiatives and updates. 
• Relationship manage a bank of external suppliers. 
• Facilitate "train the trainer" events. 
• Support local delivery of programmes. 
• Provide high quality materials and communications. 
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Experience-based Hints and Tips for each area of responsibility 
1. The remodelling of internal management training programmes is a 
major global project with design and resourcing challenges across a 
range of RGTs and businesses. 
• Promoting successful collaboration on a global scale is key for 
keeping training programmes relevant and up-to-date. It is very 
significant to acknowledge the efforts of all contributors and to keep 
them involved on a regular basis. This promotes the acceptance of a 
programme on a global scale rather than the programme being 
considered as only being relevant to the location where it was 
designed (e.g. UK). It is a common mistake to send generic updates 
to all programme contributors. This tends to result in the contributors' 
diminishing interest in the project over the, often, extended period 
between designing and delivering a programme. It is therefore 
recommended that any updates that are sent to contributors are 
tailored to focus on the most relevant issues and should take into 
account local business needs and particular cultural factors. This has 
proven to give a higher response rate from contributors and therefore 
speeds up project progress. 
• When designing or updating a programme that is likely to bring 
significant change, it is imperative to start communicating as early as 
possible the intention to change, in order to gain support from the key 
stakeholders. This will significantly increase the rate at which the 
changes are accepted and absorbed at each location. 
• It is likely that psychometric testing will need to be addressed as part 
of the remodelling. It is recommended to communicate with . local 
management in order to allow for a suitable tool to be selected and 
applied. It is important to highlight that a generic solution that is 
simply translated into the local language is less likely to be 
successful, because of cultural issues, problems with literal 
translation, etc. The selection of the psychometric tool should 
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therefore take into account local objectives, accessibility, cost, design, 
cultural aspects, etc. 
• The main method currently used for programme evaluation is the 
filling out of an evaluation form by each delegate at the end of a 
training session. These forms are collected and stored by the local 
programme director and discussed at global conferences on a casual 
rather than structured basis. It is recommended that these forms be 
collected centrally in order to perform a more in-depth analysis of the 
factors that influence programme success on a global scale. 
However, this traditional method of evaluating training programmes is 
considered as being far from optimum. An alternative method that 
has potential to be more accurate and perhaps less biased is "post-
impact" evaluation. Instead of simply filling out a form at the end of a 
training session, a delegate is queried on the impact of training on 
his/her day-to-day job performance after an appropriate time interval 
(e.g. 3 months after receiving the training). The Group is still in the 
early stages of having a structured method in place to measure 
training performance in such a way. It is recommended that the 
successor addresses this matter and takes this method of evaluation 
forward. This is expected to require a lot of persistence, as it is 
natural for delegates to want to "get on with their day-to-day work" 
and not want to respond to such queries. For the wider group 
implementation of "post-impact" evaluation it is important to take into 
account several factors, especially cultural aspects, e.g. the 
perception of managerial grading. A manager who is considered as 
senior on a local scale is likely to be considered as a middle manager 
on a group scale. Managerial grading is a sensitive issue and can 
cause the trainer to be reluctant to chase up the manager for 
feedback. It is therefore important to develop trainers and 
relationships in a way that prevents such hindrance. In summary, 
trainers will need support and encouragement to collect this vital data. 
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2. To directly manage the development and delivery of a suite of 
programmes that meet Group- and UK-based business needs. 
• This aspect of the role requires the successor to demonstrate strong 
project management skills and self-motivation. There is enough 
demand in the UK alone for this role to be fully absorbed. However, it 
is a Group responsibility and therefore the time and resource 
allocated to each region should be fairly distributed. This will often be 
a decision of the jobholder, based on analysing the needs of each 
region. It is worth noting that the UK region has a lot more internal 
support than some other regions e.g. Brazil. The goal is to allow for 
any HSBC manager in the world to have access to the same high 
quality training. 
• Although there is a significant amount of design involved in this role, it 
is equally important to be able to deliver and thus lead by example. In 
performing a successful delivery to trainers and coaching them on 
how to best deliver the programme, the programme acquires more 
credibility because it is seen that the complexities of delivery have 
been taken into account during the design. It is also important to 
provide psychological support and coaching to trainers in order to 
eliminate any doubts of their own ability to deliver the particular 
training. 
• This role will require the jobholder to adapt his/her method of 
communication, depending on the seniority of the employee and the 
particular context. For example, promoting a new or significantly 
updated programme usually requires three stages of communication. 
First a meeting with the local senior manager, then a meeting with the 
middle managers and finally a demonstration to programme 
delegates. Each of these stages will require considerably different 
methods of communication. In essence, the jobholder must act as a 
"chameleon". 
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• During the design/update of a training programme, it is important to 
take into account local factors, such as objectives, cultural influences 
etc. Once a training programme has been tailored with and approved 
by the local managers, it is then imperative to put mechanisms in 
action to maintain the gualitv of training. It is not uncommon for local 
trainers to be delivering only the parts of the programme that they 
favour, making unauthorised changes to programme layout and 
photocopying training documents in black & white instead of colour 
production. All of these contribute to loss in quality of training. It is 
therefore necessary to monitor and discourage such behaviour. If a 
local trainer has one or more suggestions for changes to programme 
design, he/she should submit a proposal with supporting evidence in 
order for the changes to be approved and managed centrally. This 
method has a much higher chance of ensuring quality of training while 
also offering the opportunity for sharing best practice between 
regions. 
• In order to follow the Group's strategy of "managing for growth", the 
design/update of training programmes will often result in significant 
changes to working practices. This is likely to be met with quite some 
resistance by employees. Local trainers would be the first target for 
encouraging a change of mindset. The trainers would then be 
expected to promote a change of mind set to the people on the front 
line. The trainers may also need additional support if they don't have 
enough background knowledge to facilitate the delivery of a new 
programme. Knowledge workshops are designed to help trainers to 
cope with the demands of new programmes by transferring 
knowledge and recommending additional sources of information. This 
is especially important for helping the trainers to respond to difficult 
"non-transcript" questions of delegates. Changing trainers' mindset 
and running knowledge workshops is a "hidden" responsibility of this 
role that nevertheless takes up a significant amount of time and effort. 
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• A new challenge for the role: To design and deliver "refresher 
courses" in the form of ad-hoc rather than content-driven sessions. 
These would provide an opportunity for managers that have been in 
their current role fora significant length of time (e.g. 3-5 years) to 
receive help on particular issues that they are facing and exchange 
ideas and solutions with delegates that have dealt with similar 
problems. The role of the trainer would be to act as facilitator rather 
than lecturer, in order to bring together the collective knowledge of all 
the delegates. This knowledge will have originated from the initial 
training courses and evolved differently through. each delegate's 
experience in the field. 
3. Relationship manage the implementation of new programmes across 
the global community of Group Management Development Trainers. 
• Organising global conferences is an inherent part of this role. This will 
require strong administrative, planning and organising skills. It is also 
a time- and resource-intensive process and will therefore need to be 
taken into consideration during the project planning stages. 
• Managers in developing regions receive less support and have 
access to fewer resources than those in developed regions. This 
naturally leads to frustration and hinders performance. It is therefore 
important to provide managers in developing regions with access to 
expertise that is not available locally, in order to help them to develop 
faster and increase their productivity. It is widely accepted that 
providing such help also adds a lot to the credibility of the central 
training role. 
• Having delivered the training programmes in a variety of 
organisational settings and cultures across the Group, it is 
recommended that the successor attempts to bring together the 
experiences of trainers that deliver similar programmes in different 
parts of the world. This provides an additional level of insight into the 
challenges faced and the solutions provided. For example, a trainer 
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from Hong-Kong visiting Canada to co-deliver a programme with a 
local trainer ... 
4. To continually reassess the operational risks inherent in the 
business, taking account of changing economic or market conditions, 
legal and regulatory requirements, operating procedures and practices, 
management restructurings, and the impact of new technology. 
• This aspect of the role offers an opportunity for continuous personal 
development. By observing and analysing the changing economic 
conditions, management restructurings etc. the jobholder will be able to 
make more informed decisions on how to best bring together the 
collective knowledge of trainers, managers. and external suppliers. For 
example, even the sitting arrangements in a meeting/conference can 
have a significant impact on the efficiency of knowledge exchange and 
the transfer of knowledge to the most appropriate recipient. 
5. To support and participate in the work of other units within StrategiC 
Skills / Leadership Development. 
• Promoting and facilitating relationships and participating in work with 
other units has been received well and it is recommended that the 
successor continues to support this cause by encouraging collaboration 
with other units within StrategiC Skills / Leadership Development. For 
example, if the executive coaches develop an understanding of what 
leadership development programmes are available and nurture 
relationships with the people than run those programmes, they will be 
better able to recommend programmes for their executives to attend. 
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Key Contacts 
(that have made significant contributions to the design and delivery of programmes) 
External to HSBC 
• APTER International: perform research in psychometrics, provide 
psychometric tools, accredit individuals on how to use the tool and 
process the psychometric profiles that are produced_ 
• Pam Tredwin: contractor, supportive resource, trained to deliver 
the key leadership development programmes. 
• TOECO: provide entertainment such as a "rock face" for delegates to climb 
during corporate events. (This company has been chosen because of their good 
public liability scheme.) 
• HumourUs: provide after-dinner motivational speeches. 
Internal to HSBC (UK-based) 
• Lindsey R.: assists with design of the materials (e.g. producing PDF 
books and PowerPoint presentations) for training programmes. 
• Mathew S.: programme delivery manager for UK region - provides the 
resources for delivery. 
Internal to HSBC (Globa/) 
• AmyL. (US) 
• Elly Z. (Asia/Pacific) 
• Lousiana B. (South America) 
• Jerry R. & Ashley van R. (United Arab Emirates) 
• Corinne B. (France) - especially helpful for French language. 
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Additional suggestions for improvement 
• It is recommended that the office location for this job role should be 
moved from Bricket Wood to Canary Wharf. This would enable the 
successor to work more closely with the rest of the training team, thus 
facilitating collaboration and increased performance. 
• The design and management of a globally accessible database of 
training programmes would significantly improve awareness of what is 
available and would also enhance the process of designing/updating 
programmes to satisfy group and local requirements. 
• Giving the successor more access to the senior development training 
programmes would enable him/her to prepare middle-manager 
delegates for future senior roles. This would be achieved by 
increasing their understanding of the senior structure of the 
organisation and the complexities of key processes and 
corresponding managerial roles. 
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Summary and Conclusions 
This knowledge harvest exercise has highlighted that the role of Leadership 
Development Programme Manager is challenging and will require a highly 
skilled and experienced successor. 
The key success factors that have been identified are: 
• Demonstrating strong project management skills 
• Adapting method of communication according to business context, 
employee seniority, cultural factors etc. 
• Promoting collaboration with trainers and managers on a global scale 
in order to create a local sense of ownership of the programmes. 
• Designing programmes that are tailored to local requirements such as 
objectives, cultural influences etc. while ensuring that the quality of 
training is maintained throughout each region. 
• Providing support to trainers, especially in developing regions, by 
producing high quality training materials, running local knowledge 
workshops, organising global conferences, demonstrating the delivery . 
of new/updated programmes, advising on how to collect vital 
performance data from managers and helping to change their own 
mindset in order to absorb and promote new ways of working. 
• Observing management restructurings and changing 
economic/market conditions in order to make more informed 
decisions on how to bring together the collective 
knowledge/experience of trainers and managers. 
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Additional success factors that should be addressed further by the 
successor: 
• "Post-impact" evaluation of training programmes has been identified 
as a more accurate and, potentially, less biased method of evaluation. 
However, the application of the method is in the early stages within 
the Group and it is highly recommended that the successor should 
promote a full-scale implementation. 
• Ad-hoc "refresher courses" that will assist managers with solving day-
to-day issues in their job have been identified as a high-value addition 
to the Group's training portfolio. The design and implementation of 
such courses would provide a worthy challenge for the successor. 
• Supporting and participating in work with other units in Strategic Skills 
/ Leadership Development has provided benefits to all parties 
involved and the successor is encouraged to continue the 
development of relationships that facilitate high-value collaboration. 
Through the commissioning of knowledge harvest interviews, the Group is 
moving towards an improved structure for succession planning. These 
interviews, facilitated by an expert knowledge analyst, can provide high-
value experience-based insight that simply isn't found in standard procedural 
documents. However, the timing of such interviews is very significant. So far, 
all interviews have occurred on a person's exit from his/her current role. 
Although such an interview provides value, there are significant limitations to 
how much knowledge can be captured if it is only performed at the exit 
stage. A much more effective method would be to conduct a series of 
interviews throughout the career of the employee. For example, an interview 
on entry to the role because of the "fresh eyes" of the new employee, then in 
strategically selected time intervals as the employee gains experience and 
finally on exit from the role in order to complete the knowledge harvest. By 
following such an approach the Group would be able to significantly improve 
its succession planning strategy, while also gaining - group wide - from the 
employee's knowledge throughout his/her career with the Group and not 
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only on exit from the role. It is worth noting that there is a specific target 
audience to interview, known as "knowledge workers". These employees 
hold positions where knowledge and experience is key to performance. The 
most significant products and services of the Group are dependant on 
employee experience and expertise, which need to be leveraged and 
protected in order to sustain competitive advantage. 
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Appendix D: Sample of recommendations for process & 
structural improvements from KTWs at HSBC 
- extracted and combined from KTWs with Josephine, Margaret and Catherine 
Training I Communication 
There doesn't seem to be enough contingency planning with training. For 
example the succession of a person with specialist knowledge needs to be 
planned well in advance. At present it is more likely that there is going to be 
a rush to train the successor and this often will compromise the quality of the 
training provided, leading to a delay in the successor maturing in the role. 
Allow more time for training of new staff before getting on to the full time 
"real" job (e.g. a temp being given a procedure to follow but without having 
understanding of the context/background 7 resulting in mistakes being 
made and when mistakes are made, not knowing how to deal with them). 
The induction course is at a good level, but there is no structure/budget for 
providing continuous training and up-to-date skills. Managing the workload 
also presents a problem in having the time to be released from day-to-day 
tasks, in order to go on a training course. But its not additional "formal" 
training that would be the most useful. Rather, it would be much more useful 
to have on-the-job and on-demand training because as the level of 
understanding of the trainee increases over time, so should the level and 
intensity of training. 
Generate more awareness of the whole business process that is performed 
across departments so that an individual can understand what he/she does 
and how it impacts on others 7 resulting in better performance of one's job 
and improved relationships between departments (e.g. someone from 
Reconciliations could job shadow a clerk from Settlements for a specific task 
and then suggest a change in the way that the task is performed that would 
be of clear benefit to Reconciliations - and this could also be performed in 
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reverse) -7 increase of awareness, exchange of suggestions out of which 
both sides benefit, prompt for direct knowledge sharing. 
Although there is clear benefit in conducting knowledge capture interviews 
when a person is leaving the company, it would be much more useful to 
perform knowledge capture interviews on a regular basis, throughout a 
person's career, for the benefit of effective knowledge sharing within and 
between departments. 
Keith is going to be taking over Catherine's position (Regulatory and 
Operational Support Manager) while she is on maternity leave. Keith 
currently does a significant amount of high quality Regulatory training that 
will need to be either continued by someone else or the level of training 
substantially reduced because there will not be enough time for Keith to 
carry on performing this task. 
Procedures 
General review / reengineering of processes would bring much benefit 
because they were defined a long time ago and therefore need to be brought 
up-to-date. 
Procedures that are performed in a fragmented manner, across several 
geographical locations/departments, are often problematic because of poor 
communication between the process owners/managers that are working in 
isolation. 
There is a tendency to stop completing a task because of time constraints. 
Regular management checks should be in force to ensure that procedures 
are being followed and that there are no gaps. 
It is very easy in a processing department when working from images to 
forget that there is a customer at the end of every piece of work. If there is a 
delay in dealing with a response to a customer, an acknowledgement must 
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be sent to the customer with an indication of when they will receive a 
response. 
Technical 
The application of the knowledge captured in interviews or simply learnt on a 
day-to-day basis should be submitted to a Knowledge Base that could be 
accessed by anyone that is seeking to find a solution to a problem (e.g. 
yesterday someone wanted to know how to use the CODAA system and 
there were no experts left in the team with that knowledge available). Using 
this Knowledge Base would be in contrast to the current situation of using a 
local Excel or Access file that is greatly restricted in scope and application. 
Mistakes in processing are currently logged in a database (BRIE) in order to 
provide a prompt for action, including extra training requirements. There is a 
target of two weeks for resolving each issue but the current situation is that 
higher priority tasks are not allowing any time for this to happen. However, it 
is worth noting that that these problems are most likely a result of the recent 
restructuring of operations and moving from Sheffield to Leamington. 
Therefore, it would be fair to assume that they are likely to diminish in time. 
There may also be an opportunity to connect BRIE to the new Knowledge 
Base in order to be able to instantly search for knowledge that helps to deal 
with an individual processing error that had been logged in BRIE. 
There are a number of jobs that need to be automated e.g. OEIC savers 
commission - currently cheques are handwritten. There has been a good 
number of IT requests completed and submitted. These need to be 
reviewed. 
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Other Issues 
Dealings I Settlements is a section that should be given priority for support 
and general improvement. 
Unbalanced headcount vs. workload has created the grounds for excessive 
overtime -7 employee fatigue + cost implications. (working time directive is 
often breached) 
Tax year-end: there is a tendency to focus on new business at the planning 
meetings. Need to understand that there are many checks and a clean up 
process for S18. S18 reports to be run, queues to be cleared down. 
Change of address and deceased queues need to be up-to-date. Timetable 
needs to be followed. Individuals cannot choose to move tasks to another 
day without reference to what else will be affected. 
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Appendix E: Terms of Reference for the HBOS Group IT 
Virtual Leadership Team 
1. OVERVIEW 
The Group Functions Customer team was created in 2007 to manage the 
relationships with the divisions and with the Group Functions customer areas. 
There are ten customer areas within Group Functions namely Audit, Business 
Services, Communications, Finance, HR & Pensions, Legal, Payments, 
Procurement, Property and Risk. The Customer team is a combination of all 
previous customer facing teams within Group IT (GIT). To build a Virtual team 
dedicated to each customer area, the GIT functions need to nominate a named 
person to be aligned to each of the customer areas. 
2. VIRTUAL LEADERSHIP TEAM KEY ACCOUNTABILITIES 
1. Financial Review 
• Review of Operational Report 
2. Portfolio Review (active and pipeline) 
• Active Projects -Issues requiring management attention (by 
exception) 
• 6mnth rolling view of Pipeline (i.e. BIP stage 1, BIP stage 2) 
• Demand and Supply 
3. Service Hot Spots 
• Response to recent I active incidents 
• Driving Root cause assessment and remedial actions 
4. Review progress against Account Plan 
• Track progress against agreed milestones 
5. Assess and manage Operational Risk 
6. Med - Long Term Capability Review 
• what skills will the area need in the med-Iong term? 
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• Do we have these skills already? 
• What actions do we need to put in place to close the gaps? 
3. MEMBERSHIP 
a) The Virtual Team will consist of: 
• Group IT Customer Team (Business Systems Managers, Account 
Managers) 
• Application Development and Management (Delivery Centre Manager) 
• Service Management Representative 
• IT Programmes representative I Delivery Programme Manager 
• IT Direction (Portfolio Manager, Architect) 
b) In the event that members are unable to attend meetings, suitably empowered 
alternates will attend on their behalf. 
c) The Chair will be a BSM attending on behalf of the Customer Team. The BSM's 
have overall accountability for the Virtual team. 
4. FREQUENCY OF MEETINGS 
The team will meet monthly or more frequently as required. The Chairman may call 
additional meetings as necessary. This meeting should take place between working 
day 10 and 13 of each month. The standing agenda for these meetings to include: 
• Financial Review (Monthly) 
• Portfolio Review (Monthly) 
• Service Review (Monthly) 
• Account Plan Review (Monthly) 
• Operational Risk Review (Quarterly) 
• Capability Review (Half yearly) 
5. MINUTES 
Minutes of the meeting, which must be approved within 5 working days of the 
meeting by the Chair, are to be circulated to members of the Virtual Leadership 
team. The minute taker will be assigned prior to the meeting by the Chair. 
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